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THE CENTER MISSION STATEMENT
.

The Center or Vocational Education's mission is to
increase'th ability of diverse ancies, institutionsn
and organiz tions to solve educatioAal pkoblems relating;
to individual career planning, preparation, and progres-
sion. The

individual
fulfills its missidn by:

Generatngtknowledge through research

Devqlopi.ng dducational programs' and products

Evaluating individual program needs and outcomes.
.

Installiing educational programs and products

Operating information systems and services

.

Conducting leadership development and training
programs

)
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.FOREWORD

The need for strolg and competent administrators of vocational education
has long been recognized. The rapid expansion of vocational eduction pro-
grama and increased student enrollments have resulted in a need for increasipg
numbers of trained vocational administrators at both the secondary and post-
secondary level. Preservice and inservice administrators need to be well
prepared for the complex and unique skills required to successfully-direct
vocational programs.

The effective training of local administrators has been hampered by the
limited knowledge of the competencies needed by local administrators and by
the limited availability of competency-based materials for 'the preparation of
vocational administrators. In response to this pressing need, the Occupa-
tional and Adult Education Branch of the U.S. Office of Education, under
provisions of Part C--Research of the Vocational Education Amendments of_1968,
funded The Center for a scope of work entitled "Development of Competency-,
Based Instructional Materials for Local Administrators of Vocational Educa-
tion."

The project had two major objectives as follows:

To conduct research to identify and nationally verify the competen-
cies considered important to local administrators of vocational
-educatibn.

6-

develop and fidld test a series of prototypic competency-based
.iA tructiodal packages and a user's guide.

The identification Of competencies was based upon input fiom a select
group-ofsexperienced vocational administrators 'Participating in a DAC
(Developing A Curriculum) workshop-and the results of an extensive and compre-
hensive literature search and review. The merger of the DACUM And literature
review task statements resulted in a list of 191 task statements that described"

.

all known functions and responsibilities of secondary and post-secon ary
vocational adMinistrators. These task statements were submitted by estion-
naire to a select national group of 130 experienced secondary and post- ondary
administrators of vocational education for verification. Ninety-two percent
(92%) of these administrators responded to the verification questionnaire and
indicated that 166 of the 191 statements we're competencies important (median
score of 3.0"or higher) to the job of vbcational administrator. For'additional
information about the procedures used to'establish the research base upon
which this and other modules in the series were developed, see The Identifica

,

tion and National Verification of Chmpetencies Important to Secondary and
Post - secondary Administrators of Vocational Education, available from The
Center for Vocational Education.

High priority competencies were identifed and six prototypic modules and.
a user'sThuide were developed-, field tested, and revised. The materials are

irorganized in modular form for use. by both preservice and inSery e vocational
administrators. Each module includes perf.orpance objectives, info ation
sheets, learning activities, and feedback devices to help the module user
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mekt-contained, requiring few outside waourcea,.they are not entirely self-
instructional. A qualified resource person (instroctor) ill required to guide,
assist, and evaluate the learner's progresk.

The titles of the modules, which reflect the competbncies covered ass:

doOrgrinIze and Work with aTocal Vocational Education Advisory Council
supervise Vocational Education Personnel
Appraise the Personnel `Development Needs of Vocational Teachers
Estahl (sit a Student 'Placement Service and Coordinate Follow-up
Studies

1

Develop Local Plans fog- Vocational Education: Part I
rDevelop Loll Plans for ational Education: Port II

For more Information on the developme and field testing procedures
used, see The Devela.pment of Competenc -MSc. Instructional Materials for the
Preparation oci.ocal Administrators of Seco dar and Post-Secondar Vocational '

Educat ion. For more Information about thee ture and use of the modules, see14._
the Guide to Usina Competency-Based VoCa 1. Education AdMinistrator Materiils.
Both .of these documents are available fro The Center.

Several persons partiUlpated in tle development- of this second module an
developing local plans for vocational iducation.,,. --Robert E. Norton, Project
Director, assumedmajor responslh'fli korTeyr6wing the literature and for
writing the Manuscript. Recognitl a alsolkoes to Roger Hamlin of Michiga
State University, who as a conaulta4, prepared drafts of two information
sheets; and to Gonzalo Garcia, Graduate Research Assoc late, for ,his search and
review of the literature.and assistance with portIonsof the module.. Credit
-also goes to Kristy L. Ross, Program- Assistant, for her editink and ,formatting
of the manuscript; and,toJames H. Hamilton, Professional Development in .

Vocational Education PrOgram Director, for his guidance sand administrative
-assistance.

Finally appreciation Is Also extended to Russ Gardner, Kent State Univer-
sliyi Aaron J. Miller; Ohio State University; Don McNelly, University of
Tennessee; and -Charles Parker, Utah State University; who served as field site
coordinators for the field testing; and VD the local administrator's of voca-
t tonal ed6cation- Who used the modules and proVided valuable feedback and
suggestions for their improvement.

Robert E. Taylor
Executive Director
The Center for Vocational Education
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INTRODUCTION

Local administratOrta of vocational education, whether giving
leadership to program development and operation at the secondary
or post-secondary level, must develop and submit for state depart-
ment approval annual local plans for vocational education. These
planS must be carefully designed to meet the' vocational training
needs of the students and community served by the institution.
Without careful, systematic, andicomprehehsive planning, the real
needs ofethe community and its students are unlikely to be known
.or. met by the programs offered.

. in the beginning phase of the vocational planning process,
.., the real needs must be identified, and program goals and objec-

tives must be established. Following completion of these steps,
alternative program and support, service options for achieving the
goals and objectives need to be generated, and-the best possible
alternatives selected. Selected with the input of the local

.

advisory.COuncil,. staff planning committee, and appropriate
admini.tratbrs, these alternatives become the basis for the
fuller. development of actual implementation plans and strategies.
Once the local- application for federal gid.state funds is approved,
thesb plans, and strategies will serve as the basis for oper n-
alizing the plans developed.

While, at first glance, the development and submission of
implementation plans may appear to be the last in a series of
complex and time-consuming planning steps, it is not. he very
important step of planning for, and actually, evaluating the
various vocational programs and support services impleme ted,
must also be carried out if the full vocational planning roses
cycle is to be completed-. It is this important step in th
planning propess which helps provide the accountability demanded

17(

by the public and the Education Amendments of 1976, as well as
the feedback neceSsar when assessing program effectiveness and
determining the modifications needed to improve effectiveness in
succeeding years.

.
. \

This module is the second of two dealing withsthe develop-
ment of local plans for vocational education. The first module,
which should be considered a prerequisite to completing this one,
Beats withanalyzing the community planning base, assessing
individual needs and interests, assessing manpower needs, and
based on those inputs using appropriate procedures for deter-
miming the vocational programs and support services needed.

This module-deals the last five steps of the Vocational
Educatioh Program Planni;:, Model (see Figure 1) whiclikwas pre-
sented in the first module. Specifically, it is desThribd to give
you leadership skills in establishing vocational goals and objec-
tives, conside'ring prOgram and support service alternatives,
selecting the best alternative, detLeloping implementation plans,

1
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and evaluating the pograms and support seivws proposed. While
0IH a local administrator and/or progrAv supervisor, you are not
likely to be responsible for i moi.t of these tasksfyourself,
you are likely, whether wonking at the Aecondary or post-secondary
level, to be reflponssible for q V n. IAAer'ship to some or all of
these program planninq activitres. le;kdership role iSi
likely to he vital. to theme activities being effectively carried
out, and hence likely to impact directly on how well thevoca-
tional program and support services established F;01-VO the real
need4of yoUr students and community.

a
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Module Stiucture and Use

Thin moduli. contains nn 1ntcoquetIott rind I lye -..1pient lal leArnig expel 1(914
OV FM/ MS, which precede each -learning experience, runt nin t 14) t Ive . or

that experience And n 1irlet description of what the 'Yearning experience
involvem.

Objectives 'rermin:tl Ob jet. t ve While work 1 ng lila') act na !il IWO 1adtnin

trative situation, complete the development of local plans for
vocational educat 1,01, Your performance will be. assessed by your
resource person, using'the "Administrator Performance Assessment
Phrm," pp. ..95 -t)7 (beluning trpvrienco V) .

t\

F.nahlint Objectives:

Al ter compiel i Its t he, ruqu I rest reading, wr i it t !tamp! r program
glut I rt anti ob cc t I V(.4 I or rt !it I or t l'41 V411A l 11)11Ji I program'
(L.ittling Expriwo I).

t. Attt completing the-reqnfred readiftg, demonstra knowledge
of the procedures fnvolved in generating program and support
set;vice alternatives, and In selecting the best alternative
solution (1.tArning Exptrioncc If).

3.. At completing th required rading, demonst-rate k4owledge
of _the important concepts and procedures to follow in level -/
olk.ingimplementation plans for vocational education (Learning
Xxpt.ripoce ill).

4 . Al ter rompletIng the eq it I red read ing, demonstrate know! edge
of accepted. procedures and techniques for evaluat Ind; voa-
t 16nal programs'and support services avarting Experionco---

Prerequisite

Resources

I V )

To comeete this module, .von mnst have competency in determining
program And support service needs. If you do

OM.
not already have

this competency, meet with 'Your resource person to determine
what method you will use to goin this skill. One option is to
complete the lintormation And pract fee activi.ties in the tol-

l-.

lowing odule: 11eyelo.p111 Pf.ans.for Vocational Education:
_ . . _ _ .

Part

A list ot the outside resources which supplement those contained
within the modules rollows. Check with your *resource person
(1) to determine the availability and the location of these d
resources, (2) t4) loqAtv Additional relerences specific to your

4situntion, and (0 to );et assistance in setting up activities
with peers or observations pct skilled administrators.

4
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d
Learning Experience.L.

Optional

, 'ReferefiCe: Mager, Robert F. Goal Analysis
Lear Siegler,.Inc./Fearon Publishers, 1972.

- AD.Prog.ram goal-and, objective statement from school or post-
secondary vocational prdgrams to review.'

,elmont, CA:.

1

LeardingExperience II

Optional

Reference: 'Copa, George H., ErwinK. Geigle, and p. 0.
Imade. Factors', Priorities, and Information Nee\Os in
Planning Vocational.Education. Minneapolis, MN:Univer-
sity of Minnesota, Department o Vocational and technical
Education, 1976. .

Reference: Copa, George H., Erwin K. Geigle, aind Aonald
E. Irvin. Critical issues in Planning-Vocational Eucation.
Minneapolis, MN:- University of Minnesota, Department of
Vocational and Technical Education, 1976.

1-5 peers with whom )314 can meet to discuss the generation
of program alternatives.,

Lear'ninF, Experien.ce III

. Required

Application forms completed by local educationa
applying for vocational funds to review.

agencies

Optional

1- 5 .peers with whom you can. meet to discuss the concepts
and principles for developing local vocational- education
program plans.

Learning Experience:IV
. .

Optional

ke

ar

Reference:..Norton, Robert E. and Norval McCaslin,
"'Evaluation of Spacial Group Programs," Vocational Educa1
tion for Special' Groups. Edited by James E. Wall-
Washihgton DC: The*Amerfcan:Vocational Association, 1976.

Sample evaluationforms.andloT actual repbrts of local
program eva/uatizins'to review.

.

1 3
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Selected Terms

Learning 'Experience V
.

Optional
c

An actwal school administrative situation in sAlich you can
complete the development' of local plans for vocational.
.education... ./

A: resource person to assess your competency in completing
the development.of.local plans for vocational education'.

Administrator -- refers to a member of the secondary or post-
secondly administrative team. This generic term, except where
specifi ally designated otherwise, refers to the community col-
lege president; vice-president; dean, director;'cir to the
secondary school principal, director, superintendent.

Board -- refers to-the secondary or post-secondary educational
governing body Except'where otherwise specified, the term
"boare is used to refer to a board of education and/or a board
of. trustees.'

Resource.Person -- refers to the.Professional educator who is
directly responsible for guiding and helping you plan and carry
out your professional development program.

School -- refers to a secondary or post-secondary educational
agency. Except where otherwise specified, this generic term is
used to refer synonomously to secondary schools, secondary
vocational schools, area vocational schools, community college
post-secondary vocational and technical schools, and trade
schools.

User's Guide For .information which i common to 1 modules, such,as proce-
dures for module use, off modules, and:definitions,
of terms, you should er to the 'llowing- supporting document.

Guide to Using Competency -Ba -d Vocational Education, Admin-
'istrator Materials. Columb s, OH:' The Center for Vocational
Education, The Ohio State University, 1977.

1

This module addresses task statement numbers 6, 7, 8, 9, 10; 18, and 32 from
Robert E. Norton, et Al., The. identification and National Verification of
Competencies Imporramt to Secondary and ,Post- Secondary Administrators of .Voce
'tfonal Education: '(Columbus, OW: The Center for Vocational-Education, The

..-OhioaState University, 1977). The 166 task statements-in this document which
were verified as,important, form the research base for The Center's competency-
based administrator module development.

6



Learning Experience I

OVERVIEW

Activity

II' Optional
Activity

YOptional
Activity

1110

After completing the regured'teading, write sample
program goals and objectives for,.a selected voca-
tional program.

* ti

'You will be reataiing the inforMation sheet, "Estab-
lishing Vocatioha Program Goals and Objectives,"
,pp. 9 -19. r

You may wish to read Mager, Goal Analysis.

r-

1

You may-wish.to obtain and review' statements of
program goa18 and objectives from One or more local
school or post-:secondary vocational. p;ogKarns.

41

'4, a

You will be developing'samploctional prograk.
Activity 'goals' and sample prograni objkct4es for those, goals

for an ove'rale_ vocational prO4iAth or an occupa-r
tional program area.

You will be evaluating your competency in. develop-
ing sample prOgram goals and objectives, using the-.
"Goals and Objectives Checklist," p. 21.

7



For information on the types of 'program goals and
objectives, and procedures for their development and
ranking,, read the following information sheet.

ESTABLISHING VOCATIONAL PRO RAM GOALS AND OBJECTIVES

The development of vocational program goals and'objectiVes
is another.important step in the'compehensive vocational educa,
tion planning process. Once the types of vocational programs and
support services, needed_ have been:ideritified and tpfioritized, the:
.planner is ready to'give leadership to the'development-of appro-
priate goals and objetiVes'which 14,IlT,refleCt the school or
legeis priority needs. Th'ecdeveldPMent of appropriate program
goals and objectives requires careful'iplanninq 4nd'the Appropriate
.involvement Of concerned- others. _Well developed, program goals
and objectives, will reflects real needs and will, serve to j'IdiOte
"where you want to. go" and "how you plan' to get: there.."

The major factors to consider 'in' Step_ "Establishing,
Vocational Program Goals and Objectives", of the vocational
education planning pr6cess include: .. .

_ consider the various types of goals land objectives and
their relationship'to one another

9

develop basic program goals and .objectives

..develop suppoft service goals and otOlUMI-Ves

decide on long-term versus short-terM goals and
objectives

Once established and, agreed upon, the program objectives'
become the basis against which program outcomes are, compared'. 'A.
good job of writing clear and measurable program objectives Will
facilitate the program evaluation process which must follow.

While all' states require. that local plans include some type
of program goals and objectives, there appears to be uni-
formity as to the type of goal and objective statements deSired.
It is strongly recommended that the local planner obtain copies
of any instructions and/or sample statements available from the
state educational agency which would 'kelp planners accomplish
thiS'tIt. The diSqussion which follows will point out and

e thekinds of program goals'and objectives which have
been comOonly written in the planning (Process.

9



Types of Goals and Objectives

One of the most confusing things about establishing program'
goals and objectives is-the ma y levels -at which e ..two terms
are used.. Adding, -to this` comp exTE,17-Fe the, many. es of goals
and objectives that are writte for various purposes.

First, let us consider gen rally accepted definitions of
goals, and objectives: Goals may be defined as "broad statements'
of intent which are not'i-JgT1tif able." A goal is general,time=7'N
less, and reflects a problem or need that should be met or
resolved..:HGoals fnd.icate.the " here we want to go"-Or the condi-.-
tions to be achieved If we are: o be successful. The following
are sample' goals. meeting this de inition.

Provide all students a gene di.- education.

Provide alJ students with'ginful employment skills.

Provide all students .with AnLawarenessof.employment and
edueAtibnal opportunities._ '

Give ,all students practice in decision-rmakirig.,

,

Objectives may be.defined as ','!specific,-statements of intent
which are quantifiable.' An objective indicates a.desired accom-
plishment which can be measured within a given time period, and
which, if-achieved,'will contribute toward reaching a program
goal. Objectives ptopose specitic concrete actions that'will be
taken toresolve theneed or problem of cOncern'. The major dif-
ferenceApetwen goals and objectives is that objectives are
Usually measurable, 4nd always Should be, especially iE they,are
lo be used later as a baAis for prOgram evaluation. The follow-'
ing are somesampla objectives meeting this definition.

To increase by 10 %. In thenext.acadeMic year the 'number of
training-stations available in 'local.businesses. for coopera-

.

Allv education 'students. .

,

To'provide,vocational orientation students with an oppor-
tunity to Obtain'hands-on exploratory work experiences in at
_least three occupational clusters.,

To provide placement services for all vocational students
4

exiting the formal' school program. .

To organize and maintain active and ftinctional,advisory.com-
emittees forall.occupational program areas.

Another way of distinguishing between goals andobjectives .

is that' objectives always indicate, or. at least the means
or processes that will-be used toachiev'e goals. .'.The goals
indicate the "target" or general'intent beihg.sought without any
reference to "how you.plan'to get'there."

10 10
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Yianneib in develdping program objectives must be caK.eful to
avoid confusing them with-what may be called Instructional objec-
tives.: Program- .objectives are more ,gineral and tocus. on what the
school, its'administeators, teachers, and counselors must do to
achieve the goals'spt forth. Instructional objectives on the .

other handlare ztjUent-oriented, more speciBkc, and are'descrip-
.tive of what stbdents4will be expcted to.learn4in classrooM and .

abor,atory settings. Instructional objectives include what are
ommonly called student performande objectives Or ehavioral

objectives, and are skill.and sublct-matter.or. rated.,. : - Instruc-
tional objectives are comM6nly fo d in daily ess)on-.pins, units--
of- inst-ruction, and .courses of study. Theliart important but are
usually the teacher's re'spotsibility more than the-responsibility
Of, the administrator or program planners.' ,

Levels of Program Goals and Objectives'

Program goals and objectives, as mentioned-.earlier, may be
written at se eral levels within aony educational system. For
purposes of t is program planning 'module,' only the three most
common and mo t important levels:will-be considered. They may be
identified as: (1) overall school or institutional.goals and
objectives, (2) overall vocational program goals and Objectives,_

-

and (3) vocational service area goals and objectives. (See
Figure 2 for. an illustration o'f,t-hese levels.). While the_voca-
tional planner will be primarily concerned with the overall -
vocational program and the service area goals and objectives,
he/she must be cognizant of the higher level school or college
level goals. Goals written at the lower levels should not,*only
reflect the priority needs identified in Step 4 of the planning
process, but also shoUld be .consistent with, and supportive of,,,
the higher leVel institutional goals. There will be opcasions
too, when the vocat,ional aaministrator will be asked to partici-
pate in revising or updating the institutional goals and objec-
tives':'so that they more -accurately reflect the total needs of the
schools population. If vocational needs exist which cannot
legitimately be met under the'institutions existing statement of
goals, then the vocat.ional'administrator should take the initia-
tive to see that'theoverall program goals and/or objectives are
revaimped. ,

To help the program plahner understand the- relationship
between program goals written at the three alevels mentioned,
Sample 1 provides examples of each as illustiatiOns. Please note
that the goals ,and objectives written at each level relate to the
same numbered goals' and objectives at the higher level. While
only one objective per goal has been written here for illustra--
ti'Ve purposes, usually several objectives would be written to
describe the means, that will be usedto'achieVe each goal. For
exaMple,.to achieve the occupational piOgram level goal of pre-
paring students ,to obtain employment inagriculturally related

- businesses, additional program level objectives would probably
include: employ a qualified agri-business teacher by the fall of

11.
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FIGURE 2

LEVELS AT 'WHiCH GOALS AND OBJEoTIES,

ARE COMMONLY WRITTEN

GENERAL

12.
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Overall IdstitUtional

Level

Overall Vocational

Program Level

SAMPLE 1

TYPES OF PROGRAM GOALS AND OBJECTIVES /r7°---s,

Sample Goals

Provide all students an

opportunity to obtain

gainful employment skills.

2. Make all students aware of

employment and educational.

opportunities.

1. Offer vocational education

programs in areas relevant

to student interests and

Area manpower needs.

2. Provide vocational orients

tion and explorations

training 0011 interested

students.

Specific Occupational 1. Prepare students to obtain

Program Level employment in agricul-.

turally related businesses.

2. Help all students make an

informed and realistic but

tentative choice of future

employment or education.

`Sample Objectives ,

Enro1,1 at least 60 percent

df the students in one or.

more vocational education

programs by'1980.

2, Enroll all,s&dents in a

10th grade caree orients- \e

tion and exploration course

by ;1979.

1. Establish approved voba-

tional education' rograms

in at least eight occupa-

tional areas by 1980.

b

2. Provide vocational orienta-

tion students with employ-

ment opportunities infor-

mation and an opportunity

to obtain hands-on work

experience in at least

three occupational clusters.

1. Identi y at,le;st 15 work

statio s where student can

obtain on-the-job work

experience by the fall of

1978.

Employ another qualified

vocational orientation

teacher by the fall of 1979.

INEMNIMMinOr
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1978, construdt an agri-business classroom and laboratory suffi--
cient for enrolling 25.students, purchase the'hecessary instruc-

\ tional references, equipment, and supplies by 1978, etc.

For an actual list of vocational program level goals devel-
oped by a Somerset County, New Jersey task force, see Sample 2.
Note that goals indicate the general purposes or intentions of
the overall vocatiOnal-technical program of the school system.

For an actual list of vocational pr ram obipctiVes developed
for the Vocational High School in the Somerset County SChool Sys-
tem, see Sample.3. Note Viat while these program objectives .

indicate nore specific intents than do tHe goal statements, they
are not stated in quantifiable terms.

Fbr a sample list of some allied health program o jectives
which are qyantifiable, see Sample 4. As can be noted, each of
these objectives specify the means of action to be taken, the
time period for completion of the activity, and the criteria that
will be'used to judge successful achievement of the objective.
Th-is type of program objective lendszitselieadily to use in
later program evaluation efforts and makes it very clear.to, all
Concerned exactly what is to be done.

At this point, the development of program goals and objec-
t ves may appear to be an impossible task-r-int,t such is certainly
no -the case. While local administrators and 'program planners
need to give strong leadership to this task, no one person should
attempt to establish the program goals and objectives on their
own.- The development of ptogram goals and objectives must be
shared with the people involved with, and affected by, the local
program of vocational education. Members of the staff planning
committee, the local advisory council, and occupational advisory
committees,,,as well as appropriate others, should be involved in
one or more task forces or,committees to draft and review such
statements.1

It Should also be remembered tha in most cases program goal
and objective statements will already e in existence and the
task will be primarily one of reviewin and updating the existing
statements. The exceptions to this, of course, occur when a new,
vocational school or college is being established, when for some
reason goals and objectives have not been previously written, and
when new programs or supportive services are being added to meet"
identified needs.

1For a step-by-step process for developing program objectives from
goal statements, you may wish to refer to Module A-6, Develop
Vocational 'Program Goals and Objectives from .the Professional
Teacher Education Module Series, (Athens, GA: The American
Association for Vocational. Instructional Materials, 1977).

14



SAMPLE 2

SOMERSET COUNTY VOCATIONAL-TECHNICAL SCHOOLS

TASK FORCE ON GOALS

SCVTS REVISED 'EDUCATIONAje-GOALS-19752

1. A wide variety of career programs will be offered for
all students including the disadliantaged and handicapped.

2. All levels of ed-ucation in our school district will be
coordinated to provide a continuous career education
program in, an effort to lead our students to gratifying
employment.

A

3. A priority of grades 9 through 12 will be to concentrate
on basic education and employMent skills to prepare our
students for employment and/or further education.

4. Effa.ets will be made to assist students to better know
themgelves in terms of their interests and abilities.

5. The school curriculum will include the development of
decision-making skills.

6. In addition to the development of salable skills, the
school curriculum will provide for the development of a
healthy attitude toward work and working with- others.

7. In an effort to develop the total student, a knOwledge
of the basic human needs for good health, physical
fitness, and emotional stability shall be included in
each student's curriculum. .

8. Due to our rapidly changing society, students will be
assisted in developing a positive,aftttude toward .con-
tinuing education with relation to changing employment
needs.

9. Positive attitudes toward indiiduals having varied
social and ethnic backgrounds will be developed through
offerings in the natural sciences, social sciences,
humanities, and the arts.

10. Students will,be made aware of the opportunities in the
liprld of work, and the educational paths to reach speci-
fic'occupations.

2Allison L. Jackson, Developing Hearts, Hands, and Minds. (New
Brunswick, NJ: Rutgers--The State University, Vocational-
Technical.Curriculum Laboratory 1976), p. 173.



SAMPLE 3

SOMERSET COUNTY VOCATIONAL HIGH SCHOOL

OBJECTIVES OF SOMERSET COUNTY

'VOCATIONAL-TECHNICAL HIGH SCH0011:3

The main reason for the existence of our school is the
student. The curriculum of Sbmerset County Voc-ational-
Technical High School is to develop to the greatest possible
extent the following objectives:

1. :To prepare students for useful employment.

2. To keep In contact with industry so that our students
will be prepared to fill their needs.

3. To create in the'student a desire to learn, and to
create within the school the environment and climate for
learning.-

4. To.help,the student's explore their own abilities and
needs in order tOmake a better choiCe in areas of
specialization..

A
5. To help students develop a code of ethical principles

for the deportment of4their personal and civic life.

6. To give all pupils the essentials of a general educa-
tion.

7. To provide for the health, safety, and welfare of the
students while under our jurisdiction.

8. To keep our courses current and consistent with good
trade practices.

9. To continue hiring' the best qualified teachers.

10. To guide all students in the attainment of good hqalth
and physical fitnes.

11. 4Pb provide extra curricular activities within the bounds
of our school make-up.

12. To provide civic and social expediences which will
enable the students to adjust more readily in adult
life.

061.

-Allison L. aackson, Developing Hearts, Hands, and Minds. (New
Brunswick, NJ:', Rutgers--The State University, Vocational-
Technical Curriculum Laboratory, 1976), p. 162.
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SPECIFIC PROGRAM OBJECTIVES

Program Goal: Develop means to train special nedds students in the allied health program.,

CONDITIONS

Time period of

tar et date

MEANS

Action to be taken

CRITERIA

Statements describing'circum-

stances that will exist if

.ob'ective has been net

during the coming

academic year

prqvide alternate, flexi-

ble modes of instruction

for special needs students

in allied health program

appropriate modes of alternate

instruction for special needs allied

health students will be outlined in

courses of Stud unit plans, and/or

individual learn g packages

during the coming

school year

during the first

eight -week term of

the coming school

year

students in the allied

health program will be

provided career guidance

and counseling

records for each allied health stu-

dent will indicate they have received

career guidance and counseling before

they entered the program

records for each allied health stu-

dent will indicate they have received

career guidance and counseling during

the program

secure work stations, and

Alternate work for allied

health special needs stuff

dents

all allied health special needs stu-

dents will have experience at a work

station or an approved alternate

experience beginning with the first

eight-week term

during the coming

school year

conduct home visitations,

to promote better under-

standing of special needs

students in allied health,

each teacher will visit the homes of

at least three special needs allied

health students

2u
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In edition to the previously established goals and objec-
tive other sours es of input also.need to be considered and used
wh appropriator In most cases, the state department of educa-
tion will have established some short- and/or long-range priority
goals for.vocational education (see the first learning experience
of The Center's module,Develop Local Plans- for Vocational*dUCa7
Lion:' Part I, for a list of Utah's first and second priority
goals). .These should be given.cax'eful scrutiny as theSe goals
will be used' a's a partial basi8for reviewing and approving or
rejecting local applications-fOr state and federal funding. The
state plans for vocational education whiCh each state must develop
will also contain valuable guidelines as to the, type of. programs
that can be approved for funding.

Another source.of information' that can be particularly help -
ful. in writing',ocCUpational program level goals and objectives
are the curriculum guides, core courses of study, and.similar
publications that are produced and'distributed by Most curriculum .

laboratories and state departments of education. Copies of these
publications are'often available free of charge to school systems
within the state.

In the process of writing program goals and objectives to
meet 'the priority needs identified care should be taken to. not
ApverIook the need for statements dealing with supportive service
needs. These support services inClude guidance and counseling,
student placement, food services', student testing,, teacher and
Counselor inservice training, student follow-up, and many other
.types of activities mhich'are just as important as the basic .

instructional- program. Goal and objective statements:covering
all these areas are needed, if .as nany as possible of.the real
student needs are to .be.satisfied. (See Sample 4 for an illus-
tration of a.guidance and counseling program'objective.) Failure

. to meet these needs in the met appropria4 ways have in the past
resulted in many vocational programs far short of the
goals established.

Long-Range vs. Short-Range. Goals and Objectives

Just as some priorities were established in terms of the
overall program and supportive services needed' in Step 4, it will
also be necessary to establish some of the program goals and
objectives written as short-term, and others as long-term. All
of,the priority needs that were identified should be reflected in

, one-or more Of.the goal and objective statements developed. .By
considering the perceived importance of the goals established,
and the gap betweempresent*fforts and desired outcomes it is
usually possible to place a prlority ranking on-.each goal;
resulting in some goals being classified-as of immediate or
short-range need, and others of long-range. eed.

I

18

2.7



The dollars aviiilable will always irlf4uence the number of
.goals that can be mut within a yeagior two as opposed to five 'or
ten years. Other goals need to be clasbified as long range
because of the scope of effOrt involved. For example, if a
school has no vocational proms rams it is unlikely that an:exten-
sive donstruction program can be launched immediately to house a
comprehensive vocational program within a year or two. In addi
tion to the large costs involved, the time needed to purchase
equipment, hire qdalified teachers etc., would prohibit such a
venture. .A more realistic short-range goal might entail offering.
'three vocational prograrris the first year with others tb be added
year by year until all vocational needs are met.

One educational planning guide makes t4e statement that "in
education, we tend to consider a prioritya*'thaX: which will
receive the first dollar left after mandatory expenses arealet.0
While perhaps a bit extreme, it does serve to point out thUt
dolliirs for education and vocational education are always in
limited supply and hence some goals and objectives will need to
be delayed for future accomplishment. Other goals require such
a magnitude of change, that considerable time is neessary,to
realistically accomplish them.

In preparing your local agency applications, both your' imme-
diate 6oneyeaY) and long-range' .(five-year) -qoals should be
clearly specified, Some state instruction's for preparing a local
plan for vocational education further specify that the annual and
long-range objectives be prioritized separately, so that.if'state
and federal funds are not available to meet all of-the vocational
needs identified, thbse,with the hirest Priority--as determined
by local dedision-makers can be fun ed first. Goals which are
too expensive to implement may have to beignored for .the time
being and relegated to the status of a 1grange goal.. These
long-range goals and their associated program objectives should
never be. lost sight of however, for if they reflect real human
needs, ways should be sought to satisfy them as soon as possible:

/

Optional
. Activity

Y 6ou may wish to read Mager, .Goal Analysis for infor-
mation and samples of,a detailed ,step-by-step proce-
dure for specifying measurable objectives for program

4441.00 goals.
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Activity

.41

r's

You may wsh to obtain and review,statements of
program goals and objectives that have been developed
by others for a local high school or post-,seCondary
vocational progra.M.. Your resource person or state
department of education officials should be able to
help you secure copies of these statements. -Review
the goals and objectives in terms of their appro-.
priateness, levels of specifiCity, the degree to
whiCh,Achieving the objectives woUld. ensure accom-
pliShment of the 'goals, whether the criteri,a and cob-
ditions for judging the achievement of.each objective
'are sufficient so as to be measurable, etc.

f

Select an overall vocational-program or an occupa
tional program area for which you are familiar and/or
responsible, and develop several sample progracgoals
for the program. (Note: If you wire writing-goals
for a real vocational program, you would obtain input,
from a, variety of sources and individuals as described
in the information sheet. .However, for this, activity,
yoU should-use your current familiarity with the
program you select to generate three or four goal
statements.)

For each goal statement, write three or four program
objectives (actions) which you feel would be neces-
sary to accomplish the.goal/ You may find a workr.-
sheet format similar to the'one presented in SImple.4
useful.

Ja
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Rate your level of performance on each of the folic)
ing components involved in writing program-goals
cbjectives. Place an X. in the YES or NO-colum.n.,o
indicate whether all ftsms met Or did.not.meet,each
criterion. For any goars iiipbjectiveS which did not
meet &driterion, specify. 'nsumber(s) of the goals
or objective(s) in the COMMENTS column, and briefly
;indicate the problem. If, because of special circum-
stances, a perfOrmance component was not appl.icable,-
or impossible to execute, place an X in the N/A
column.

GOALS AND OBJECTIVES CHECKLIST

The program goal's:

1. describe broad intents or
purposes

2. are written at the program
level

3:, are realistic in terms of the
selected' vocational. program

The specific program objectives:

4, are adequate to cover or
accoMPlish the-selected pro -
gram 'goal

5. specify clearly, completely,
and realistically:

a. 'the conditions under which'
they will be aceoMplished.-

b. the activities to be
performed

c. the criteria for measuring,
their accomplishments

I

9

N/A YES NO COMMENTS

V

LEVEL OF PERFORMANCE:: All items mus%r:peeive YES; or N/A responses.
If any itemreceiVes a- NO response, rtpl..ie your.goals and/or obj,ec
tives accordingly, or check with your tefurce person if necessary.

ti
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Learning Experience II

OVERVIEW

Activity

(Optional at
Activity.

Optional
Activity

i

. ,

'After completing the require reading, demonstrate
knowledge of the procedures nvolved in generating
program and support service °alternatives, and in
selecting the best alternatiVe solution.

You will be reading the information sheets, "Con-
sideiing Program and SupportService Alternatives p"
pp. 25-35, and "Selecting the Best Alternatives,"
pp. 37-41. .

You may-wish to 'read. Copa, Geigle, and Imade,
Factors, Priorities, and Information Needs in -
ning,Vocational Education or Copa, Geigle, and
Arvin,.Critical Isues,in Planning Vocational

I Education.

You.may wish.to meet with a group of peers to
discuss the, generation of program. alternatives
and/or procedures for selecting the best alterna-.
tives.

23
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OVIIRVIEW continued

You will be demonstating knowledge of the planning
Procedures invokved in generating program and sup-
port service alternatives by completing thip "Self-
Check," pp. 43-44.

4 .

You will be 'evaluating'your competendy by com-.
paring your completed "Self-Check" with the "Model
Answers," pp. 41-46.

I

1
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Fokrnformation about Considering the alternative
Activity program and supportive services that can be used to

accomplish program goals and objectives, read the
following information sheet. ,

RING PROGRAIWAND SUPPORT SERVICE ALTERNATIVES

Once vocational progkam goals and objectives, have been
establis4ed and classified' as either short-range or long-range
goals, the, program planner is 4.,e;ady to aonsidbr the various..
alternatives available for meeting the specified goals and objec-
.tives.- -Usually there are several ways of obtainIng or accom-
plishing any given program goal.,

The Major factors to.consider in Step 6, "Consider Pro.-
gr-am Support Service Alternatives" of the vocational educa-
tion planning process are as follows:

generate alternative strategids that will meet goals
and objectives

k

assess effectiveness
ptrategies

and impact of alternative

..determine resources necessary for. each alternative

lassess political feasibility and compatibility-with
current programs

Although.not-reqUired as part of the local agency applica-
tiA, any comprehensive planning effort requires that these ways
dr alternatives be explored, in order,tot.#rrive at the "best"
possible means of achieving or reaching the objective. These
alternative may result from:

.a. an .innovation which is an outgrowth of imagination,
ingenuity, and creativity

.4Y
1.

b. an adoptioh of prevkously'exiSting programs, services,
and activities .

c. amadaptatiOn orModification of
services, and activities"4

existing programs,

4E. P. Hilton*and Steven J. Gyuro, A Systems. Approach - 1970 Voca-
tional Education Handbook for State Clan Development and Prepara-
tion. (Frankfort* KY: State Department of Education, Bureau of.
Vocational Education, 1970), p. 46.



Generating Alternatives

Alternative strategies and solutions may be geherated in
various ways. An excellent starting'. point involves the use of
the brainstorming technique. To elicit as many feasible alterna-
tives ail possible, individuals with. several different perspec-
tives should be involved in -this process. SpRcialists, consul-
tants, advisory committee and advisory- council members,, teachers,
counselors, other administrators, and pWrents may. well be involved
in deriving the alternative solUtions. VarioUs information .

resources such as ERIC, AIM/'ARM, current, literature, etc., should
be investigated for program and support service illeas.

The key to effectively generating .alternatives involves
starching for all potehtial solutions to achieving ,a'goal rather
than just relying on the techniques that have been used before.
This is the stage of the planning process where imagination and
creativity must again be given free reign in terms of,seeking'."
Alternative ways the college or school:might be innovative in
accomplishing important goals. ',At this point, planners and 'their

, helpers should not confine their thinking to the conventional
programs and support services that have been traditipnally used.
Instead, the possibilities of.new technologied, new courses, new.
services, and modified programs must be explored.

For example, if inadeq4Ate counseling and guidance
services were established as t.tie Orobleth with the
highest priority, then poilsible solutions and alterna-
,tives night include:

employ "additional counselors
incorporate career information into all' high

4. school courses
*establish a career information center,fdr students
' Conduct planned activities on careers by such
means as assembly programs, field trips, job
shadowing, etc. .

initiate a vocational career orientation program

Each of the five suggestion§ woUltlp resolve the
problem of inadequate counseling.5

The generatiOn-of alternative solutions should not be con-
finedto what the school or college can do eithOr... Ih some cases
private agencies will be abletp do as good aiob, and perhaps an
even better job, of meeting cOrrtain vocational goals. For exam-
ple, a'PriVate vocational or technical school or'college located

'Peggy W. Patrick, Planning Vocational Education:, A Guide for
Local School Administrators. (Little Rock, AR: Arkansas Depart-
ment of Education, Vocational-Technidal and AdultEducation,
1977), p. 25.
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neara your. sc 14*r/6h-to 414.rOvici tbae specialized training --7-
desired by a few students at a. much lo cost 'khan WV1d1be
involved in establisl,kng npw prograps to meet these ,students'
needs.

Other private or public agencies may be able to.effectively
assist the school or college with such things as aptitude testing
services, which. are. often provided by the local. employment secu-
rity office; and student placemerit, which public and private
employment agencies may be. able to help with. Ii Aapy states,
school districts have formed consortiums like the Boards of
Cooperative Education Services' (BOCEp) established across New
York State. consortiums' such .as thebe provide specialized stu-
dent services like-psycholOgical testing and counseling that most
distrtdt6,could hot finance alone

When doing some comprehensive Vocational planning for the
Baltimore, Maryland*Public Schools, school personnel were asked
to rank what they believed.to 'be the best ways of meeting the
needs of vocational students.' The results of this survey are
illustrated in Sample 5.

Some other examples of innovative approaches to meeting
problems and accomplishing vocational program goals are provided

./in the - folloWing quote from a study guide on Laying the 'Ground-
'work for lIocational.EducatiOn Curriculum Oesiga.".

'Educators have a tendency to look for remedies within
the traditional school buillikng, classroom,,and 14hora-
tory setting and by using "tried and true" teaching.
methods. There is nothing inherently"wrong with doing
this-7the results in fact are often positive; however,
by investigating further--by reading, doing research,
and Liking 4nquiries=-more options become available
meeting needS and.solVing problems. Identifying alter-
natives for prOgkam needs is one of the most innovative
and creative steps in tpe pre- planning process. -The
following are examples Of identified alternatives to
traditional educational solutions:
a. Hughson Union High School in California is

operating a curriculum designed to totally inte-
grate vocational and academic edubation, using
several "learning management systems." In an
individually prescribed instruction approach,
eich student spends 20% of-his,school time in
large-group instruction, 40% in small-group
instruction, and 40% in independent study. This
approach is nongraded, and students proceed at
their own rate. There are no 'failures; a student
simply real/cies through a Unit if he needs addi-
tional work Results, according to "A Policy and
SystemStudy of California Vocational Education,"

.27
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SAMPLE 5

WAYS PERCEIVED BY SCHOOL PERSONNEL TO PROVIDE BEST FOR MEETING,'

THE VOCATIONAL EDUCATION NEEDS OF A MAXIMUM NUMBER OF STUDENTS'

F rsonnel bSchool Y

Educational Fields

N=324

Ways of Meeting Needs for Vocational Education

Comprehensive

Neighborhood

khOOIs

1%1

Area Skill

CentersCenters

1%1

Comprehensive ;

Neighborhood

and

Area Skill'

Centers

1%1

Offering

Outside

Public

Secoidary

Schals

1%1

None of

Those Shown

1%1

.

English Teachers 1,5 2.5 6.2 1.5 0,3

Social Studies Teachers

Science and /or

0.6 1.5 4,9 0.3
,-)

0.6

Mathematics Teachers 1.5 0.9 8.6 1.2 0.6

Industrial Arts and/or

T&I Teachers

,

0.3 s 1.2 4.3

.

0.3

,

0,0

Home Economics .

Teachers 0.3 0.3 0.3 0.0 0.0

,Business Education .

Teachers 0.6 0.0 % 5.9 0.0 0.0

Music Teachers 0.0 0.6 0.3 0.0 03

Art Teachers 0.0 0.0', "0.6 0.0 0.0

Physical Education
.

Teachers 0.3 0.0 0. 0.0 0,0

Foreign Language

Teachers 0.0 0.3 12 0.0 0,0

CounselOrs 0.3 4.6 12 7 0,3 0.6

Administrators and/or z t
Itpervisors' 1

Study/Placement

0,6 2.8
,

-9.9
,

0.0 , 0.3
,

.

Associates 5.9 1.9 , 3.1 , 0.0 0.0,
District Total 7.1 17.6 62.3 4,3 2.8

.

6Daniel E. Koble, Jr. and Mark Newton, Master Plan for the Development'of Vocational Educa-

tion Skill Centers in the Baltimore City_ (Maryland) Public Schools. (Columbus, OH: The

Center for Vocational Education, The Ohio State University, n.d.), p. 26.
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have been spectacular:- "The dropout rate has
)

been reduce(i from 30% to two dropouts in two
,years; 13 previous dropouts have returned to
school....The continuation school, for those who
had gotten out of step in the regular school
program, has been closed. Hughson is now taking
.dropouts from Turlock and Modesto. The percent-
age of the student body purSuing post-high school
education has increased from about half to about
70%.... Approximately one-third of the terminal
high school graduates are presently employed in
jobs directly related to their major emphasis in
school."

' b. Instructional Materials. Department of Defense-
instructional materials are being made accessible
to teachers by a Northwestern Regional Educa-
tional Laboratory 1NWREL) project. Notirig that
military-services had training programs (kr which
.many materials had peen developed, NWREL investi-
gated their usefulness for schools. An examina-
tion of 42,000 transparencies and 500 films used
in Navy training revealed 12,000 suitable items.
NWREL is now developing index catalogues in seven
vocational areasauto mechaniCs, welding, machin-
ist trades, basic electricity, basic electronics,
first aid, and marine navigationfor distribu-
tioh to teachers in NWREL's five-state region'.
The firmtp. phase, with the.cooperation of the
state departments of Alaska, Idaho, Montana,
oregbn, and WashingtOn, is to establish clearing-
houses for the catablogued materials. ..

c: Career Counseling and Guidance. VIEW (Vital .

Information for Education and Work), originally
developed in San Diego, California, is a system
that stores microfiche mounted in a data-

.- processing aperture card. With state and regional
modifications,(including,' in some places, Chang-
ing the acronym base to "Vocational Information
"for Education and Work"), VIEW is beginning to
enjoy - widespread usage. In California, the
system is one of the major components of 11
career informaticin centers.

The ViEW system involves compiling (and fre-
quently updating) information on different Occu-.
pations, putting the information into a-standard
format, whch can include both typeset material

. and illus.trations, transferring the material on a
particular occupation to.a piece ofthicrofilm, and
mounting the'fiche in a data-processing-aperture
card. Decks of VIEW cards are then p ced, along
with a microfiche reader or reader -pr nter machine,

1
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in locations where they are accessible to student .

and their teachers and counselors.7

Assessing the Effectiveness and Impact of Alternatives -

In preparation for the decision that must follow, each pro-
gram alternative generated should be.considered in terms of its
likely effectiveness in meeting the specified goals and objec -'
tiven. Effectiveness in this sense is used 4. d quality factor.
For instance, in the case of the five alternatives presented
earlier as potential solutions:to the problem of inadequate coun-
seling and guidance, professional - .judgments must be made by the'
best experts avai4able as to which of the,five alternatives are
likely to result in the-greatest Ariliarovement in the quality of
counseling and guidance services proNrided, It may be judged in
this instance that quality could be improved most by the employ-
ment of additional counselors and least by.incorpoeating career
information into all high school courses. Such' judgments are
uAtially subjective and estimates, by experts at best. ,Howey,,er,
WEen coupled Wl.th other inputs such as-the cost of the .vhrfous
alternatives, they provide valuable information for decision-
making. .Some planners attempt to rank all of the plausible
alternatives from highest-to lowest in terms of their likely
effectiveness.

In a similar manner, the impact of alternative approaches in
terms of the numbers of students that can be served by each
approach is'another valuable.type of data needed at,this point.
The assessment of likely'impct on the problem or need reflected
by the goal in question is the point of concern: Sopme alterna-'
tives gene'rated for any particular goal are likely to reach more
students (a quantity, factor) and, thus, to. have greater overall
impact on solving the problem than others. In guidance and coun-
seling, for example,t might be argued that the employment of
additional counselor' and/or the incorporation of career informa-
tion into all high school courses would impact most upon the goal
of providing all students with more career planning information:

a

In some instances, the judgment of likely impact of one
alternative as compared to another will be clear-cut and easy to
.make.' In other cases, the judgment will not be easy, will be
quite subibctive but will need tope made by the most knowledge-
able persons available to assist in the planning effort. In the
case of the guldan-ce and counseling alternatives, it would be
most appropriAte to obtain judgments'. about botlakthe likely.effec-
tiveness apd impact of the various alternativeAMWrom the guidance

.staff, thd!liWi school te- rs, the librarian, and other admin-
istrators.

7James A. Dunnet al., Laying the Groundwork for.Vocational Educa-
tion,Curriculum Design: Module 5. (Palo Alto, CA: American
Institutes for Research, 1976), pp. 17--20-'



DotermLne Resources Required by Each Alternative

Before decisions earl he made about the best fitternative for
any giveh goal, an estimate of the cost of each alternative
should be carefully mac. A more detailed and exact budget is
normally developed later, after.a decision has been, made about
which alternative will best meet the distgicts needs. The amount
of SVallable funds is likely to outweigh many other factors when
decision-makers are reviewing alternative solutions, so the
careful estimation of cost is An essential task at this point in
the planning process. It is at this point where the school or
collegelstbusiness manager can be most helpful:

For each feasible alternative the _following cost information
should be provided.

estimate' of the start-up or initial cost of the Prdposed
alternative (This will include costs bf'facilities con-
struction or modification, equipment, curricular and refer-
ence materials, recruitment of staff, 'and other intial items
that take, time or cost money.)

. an estimate of the ongoing or operational.costs of the pro-
posed alternative (Here should be included the cost of con-
sumable supplies, personnel salaries, transporation costs,
maintenance costs and other overhead charges.)

an estimate of the likely student:teacher ratio and the per
pupil cost of the alternative

suggestions as to how the alternative could best be financed
if any (Fbr example, in some. instances, an alternative might
be eligible for L00% funding by submitting a proposal to an
agency or foundation that is known to be interested in
funding the type of program or service desired.)

As it should appear, this is an important, but not an Rasy,
task that must be completed before data-based decisions about
which alternative is -best can be made. This type of cost estima-
tion will permit a dollar figure to be associated with each pro-
gram goal-and/or objective. Care must be taken to charge only a
fair share of the personnel, equipment, and other costs that will
be involved in implementing the particular goal or objective.
Informed judgments must be made when deciding what percentage of
a teacher's, counselor's,-and/or other person's time will be

, required to implement, maintain, and supervise the particular
activity in questiori. Any special costs that may be involved
(e.g., postage-pr phone expenses required to carry out follow-up
studies) must be considered. In.the final analysis, what is
desired is a comparison 'of the amount of money regilired to
achieve each goal so that the costs involved can 'be compared with
the 'emphasis placed on the goal. If it appears that an excep-
tionally large amount of money will need to be spent to achieve a
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low p4io0ity goal,' while a small amount will permit the achieve-
ment 101.-ia high Priority goal, a clear justification exists for

--. choosing to implement the high priority goal (all other factors
being equal) .

While there is no magic formula for completing this step of
the-pianning-proceqs, some simple cost estimate forffis haver proven
very useful. A saMple form using a program .goal statement and
its associated Program objectives as a focal point is presented
as Sample 6. If desired, the basis for cost estimation can be a
'smaller entity such as an individual program objective, or a
larger entity such as the total' costs for a' new occupational"
offering or a new Or modified supportive service such as plaoQ-
ment or follow-up-

Assess Political Feasibility and Compatibility
with Current Programs

When considering program and support service alternatives,,,
one additional group of factors needs to be given .consideration:
These factors may be grouped together and labeled "political
feasibility and'program compatibility factors." All other fac-
tors'being equal or nearly so, these often will play an'important
role in the final selection of the best alternative solution.' An
all,inclusive description of the type of, factors that need to be
taken intdi consideation at this point in the process is diffi-
cult, if not impoq'sible to prepare, What 'is- politically feasible
in-one college or .sch of and community, may be completely imprac-
tical in another comm pity because of the different values,
expectations, and bel efs held by citizens, business, and labor
groups.'

By considering the proposed alternatives compatible with
current programs, we mean the following.

The proposed alternative will not take away large numbers of
-students from another-needed- vocational program which is
already operational.--While there may be enough students to
justify offering one occupational program in a. given cluster
area,-there may not be sufficient numbers of interested'
students to offer a second program of the same nature::
Instead the current program mayvneed to be modified so as to
accommodate, thrOugh more individualization or a general
cooperative work-study approach, a broader rangellof student
interests than are currently being met.

The proposed alternative will not duplicate another agency's
effort.--If the local employment agencies, public and pri-
vate, for.,exampie, are doing a -good job of helping all
vocational program students find employment_ as they exit
programs, it may be duplicative and unwise use -of pubic

Nvfunds to set up a school placement program-.



GOAL ',ESTIMATION FORM

Program -Goal

Associated'
Program
Objectives: 1.

2.

3.

4.

Cost Category

a. Personnel

Equipmeri t

Initial Ongoing (Yearly)
(Start-up) Costs Operational Costs

c. Supplies and Materials

d. Facilities

(1) Office

(2) Classroom

(3) Laboratory

e. Maintenance

f. Travel

Miscellaneous (postage,
phone, printing,
duplication, etc.)

TOTAL



Another example of duplicated effort might involve the con-
duct of a follow-up study% If the overall school or voca- 4
tional program is conducting ,follow-up studies, iV should be
'unnecessary for each occupational program_ or vocational
.service area to conduct its own study. In some states, a
statewide system of follow-up has already been implemented?%
hence local follow -pup studies should be conducted only4when
they'supplement rather .that duplicate a statewide effort.

The proposed alternative shbul ompatible with the. other,
-educational programs from a healt and safety viewpoin
Will highly toxic or combustible materials be utilize
Will obnoxious fumes, odorrs, smoke, or distracting ises be
created tbat- will interfere with the learning or ealth and
safety of other. students enrolled at the institution. Will
a special facility be required because of the hazardous
materials or loud noises involved? 'These and other health
and safqty factors need to be carefully'scrutinized.

.

When-considering the pdlitical"feasibility of the proposed.
alternatives, the following types,ot factors need to be analyzed.

,Ao -How acceptable will -the proposed program or service dqe to
the community?--Did a community-".survey or other planned
activity,' or. an advisory coMmittee'or'advisory council,
'meeting elicit reactions that. suggest the alternatye*.Would
be, favorably or unfavorably,yiewed?

Will parents and students support and participate in the-
program opr service` sufficiently to justify itsi.cost?--Theie
should be sufficient data (student and/or parent surveys) bo
indiCate real interest on the, part Of-students and their
parents lehny-proposed programs or supportive services.,
Without' t e support of the intended clientele,.a program
or support service stands little chance of being successful.

Will labor, business' and civic rows su ort the ro ram
or service?--If.there is strong opposition to a training
-program that mightinterfere7or somehow'duplicate 'a:bustneSs
or labor supported apprenticeship program, a careful analy-
sis of the prOs and cons:ofestablishing Such a. prOgraM is
.in.ordetr. 'Without- s.Ufficient business and labor 'support,
for_example, work stations.for cooperative experience pro
grams and jobs for program graduates- may be mpletely
unavailable or not available in sufficient numbers.

. will-the proposed program be appropriate for the level of
students. involved?--Some technical programs are appropriate4
'only.-for post- secondary vocational or technical institutes
and/or;cOmmunity college ,offerings. At the same time, some
vocational programs pre most appropriately. ,offered at the
"secondary



Will-thes,proposed rogram or service be viewed as a luxury
',or as a needed activity'- -The purchase olf large and expert-
sive laboratory equipment may-be viewed as unnecessary, if'
experience with such equipmentcan readiry be obtained
through cooperative work experience programs with local
business and industry. Up -to the present, many educators
and non-educators have viewed a schdol placement service as
an unnecessary luxury and a duplication of what public and
private employment agencies do. Studies are reveLling,
however, that few vocational students are ever helped in
their initial job searches by these agencies. Unless the ,

community fully understands the need for such a placement
service, it might be politically unfeasible to establish
such.
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For information on using d'eci-sionmaking--er-iteri-a and-
Activity' involving appropriate' persons in selecting the best

alternatives, read the following information sheet.

SELECTING_ THE BEST ALTERNATIVES

7
.

The seventh step'i the comprehensive vocational education
planning model presented ves selecting from among the various
alternatiyes.genprated, the bezt program and support service
Options aval,lable. This step i1 the planning process is,. basically
a decisign-making step where tie best program and support service
alternatives 'are selected tor actual implementation (or .proposed
implementation if actual u. amentation is dependent upon state
depditment approval an funding).

The major facto s to CA.!, ides in .Step 7, "Select "the
.Best Alternatives" of. e planning-process are:

' involve appropriate persons

use decision-making criteria,

41,

In a sense this step may be viewed as the culmi. nation of all
the data collection,- needs assessment, analysis, etc., that have
been completed ii) phe comprehe,osive and somewhat complex process
of vocational program planning. At this point all the data has
ben assembled, 'the alternatives 'have been delineated, and now
decisions must be made,as to-which solutions will be best for
your -bcfiool or college.

Involve Appropriate Persons

One of the most importantthing$ to'remember at:this point
is the principle of involvement.. Simply'stated:this is 'the,_prin-
ciple of involving in the planning process ttiose persons'wbto
be affected by the-program outcomes and who-will be responsible
for implementing the plans conceived. While admin1Stratbrs.and
program planners may be tempted at this point to "go it alone"
because it-is certainly easier and moreexpeditious to do so,
such urges :bust be resisted., While the final

restsauthority rstS With'the school bOard,and, through their del.*7,
gation, with thesupet,intendent or-president' of the institution,
wise educational leaders will seek and utilize the inputs'and
recommendations 8t informed and concerned others. In the voca-
tional education planning'process, they should at least partially
delegate this decision- making funCtion to the.staffplanning
committee and to the Focal vocational advisorY council.' The
latter group's recommendatiOns must be sought by law under the



Vocational- Education'Amendments,of 1976. Although' the responsi-
bility for these decisions rests at the highest levels, we know
from considerable experience and, research that a program involving
educational 'changes has the best chance of success if those
directly affected play a major role iii its planning.

Use of Decision - Making Criteria

While there is cdnsiderable latitude in the method which can
be used to, select.among alternatives, some type-of rationale,
data-based, and objective approach involving. predetermined cri-
teria should be selected. The temptation of many administrator's
and program planners-to ''fly by the seat of the pantsn at this
'point must be avoided. A more logigal and Oefensible' approach
involves.. the specification of spme,,Xriteria, and some use of a
ranking approach with the criteria forming the basi. s for informed
judgments.

For, example, the model developed in Fresno, California,
provides for the.assignment of an arbitrary score
(ranging from plus 4 positive effect to minus 4 nega-
tive effect)-to each of ..the proposed sol4kons.
separate ranking is assigned for each of a variety of tN
factors: staff reaction, community reaction, student
reaction, ,costs, availability-of -resources, time needed
tO implement.and success of similar Ventures.' It is
then possible 'to derive a cumulative score for each
alternative, and rank them. The factors to be-rated
may vary to suit the decision-makers, and more sophis-
ticated variations can provide for a system of weight-
ing factors.8

.There appears to be little agreement as to which factors
ought to be used in the ranking process. If Step 6 has been car-
r.ied out as outlined earlier in this information sheet, data will
-be available on the:

likely effectiveness (quality) of each 'alternative

likely impact (quantity) of each alternative

resources necessary to implement each alternative

political feasibility of each alternative

compatibility Of !rch alternative with parent programs

8Kenneth Pack and B,, rhard Kaplan, Comprehensive Planning in Edu-
dation, No. 1 in a Series-of Handbooks.on Comprehensive Planning
for Local Edudation Districts. (Trenton, NJ: Department of
Education, 1974), p.

38

-46



A.;.' . .

USrhg, the guidance and counseling prqblem and alternatives
' pres&nted earlier, as an example, a ranking' form such as the one

presented as Sample 7 could be used.

Other fac-tors commonly mentioned suggest thalt)criteria for
this type of, decPsion-making' ,41clude: '

Chante of success of each alternative

ease of implementation

cost-effectiveness of each alternative

staff. (educators) reactions to each alternative

availability of resources
,

'. Another. variation of this type of ranking approach involVes
assigning different weights to different factors. The effective-
ness, impact, and cost factors, fbi...e5t4mple, may be'given'double
or triple the weight giv6n to the other factors. Another-varia-
tion i'nvolves' giving more weight, for example, to the overall
-rankings of adminiStrators and board memberS as opposed to advi-,
sory,council or staff member rankings.

In a Minnesota resdat01 stud x using simulation techniques
'sand designed to analyze decision-faring procedures, eight major
factors were identified as keys in the decision-making proceSses
used by a group of selected educational, planners as a b4sig for'
justifyiAg their decisons about prOgraM alternatives. rie ques-
tion postd by the Minnesotaireseaechers was "What faCtors were
used in making decisions.doncerning the questions posed through

_the-simulation .exercise?" The major factors that emerged-and
their operational definitions are presented in Table

While these factordkhave not been proven to,be the lbst
importapt,or the, only factors that should.be used as criteria for
makingwplanning decisions,' they were founa:to be important by a
selected., group of:experienced planners dealing with, real program
alternatives. Sinde. there is not a uniformly agreed upon list of
criteria that should be .used, local planners will have to decide
Which criteria are moist relevant for theit particular situation.
Perhaps 'most important is that the criteria being.used be' reaSoh-
able and be made explicitly known to all concerned and involved.
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SAMPLE 7

1111111111111W 111.....

RANKING:6F ALTERNATIVE SOLUTIONS!,

Goal: Improved.Guidance and Counseling Services

/It

Alternatives

Criteria
.

Overall

Priority

Ranking

Effective-

ness

1 2 3 41`2

Implact

3 4.1

Cost

2 3
N

41

Political

Feasi-

bility

2 3 41.2

Program

,. Compati-

bility

3 4

Total

Weight

,

Employ

Additional

Counselor 2

-r

,

2

.

,4 15 ' 2

Incorporate

Career

Information

Into All

Courses

,

,

,

10

1

Career

Information

Center 1 1 2

.

t 3 11 \

Planned

Career

Information

Activities

.

2

.

,

, 9

.

Vocational

Career

Orientation,.

Program 4

'

4

,

3

,.

3

.,

,

, 16

,

1

= Lpw 2 =Moderate 3 = High 4 = Very High

1,1;

elmliammoriemourrowirrolows,

9Adapted' from Peggy W. Patrick, Planning Vocational,Education: 'A Guide for Local Administrators.

(Little RoCk, AR: Arkansas Oepartment,of Educati9n, ,Vocational-Technical-ana Adult, Educatibn,

7u' 4977), p., 2 1
>
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TABLE*1

MAJOR FACTORS.(CATEGORIES) AND, THEIR OPERATIONAL DEFINITIONS1.43

Operational Definition
Major Factors (Factors Cite( S ulatiorim Participants)

Satisfaction 'Individual Weeds of People: preferred occupations
of students, special needs of individuals, student

. interest, cost to students, ability to serve stu-

,)

dents, etc.

Satisfactoriness Needs of Society: occupational demand, placement
rate, employer acceptance, economic growth, occupa-
tional turnover rate, business and labor interest,
etc.

Efficiency Educational and/or Program Cost: staff and facili-
ties availability, duplication of effort, cost is
prohibitive, entry level program, cost-effectiveness,
cost per student, etc.

Alternative Sources

r.

. ,Quality

Other Educational Sourced: other agencies better
tooled to provide' training, apprenticeship-approach,
secondary education is sufficient, etc.

Educational and/or Program Tquality.: ,program pre-
-requisites and or anizatiour, local-support services,
on-the-job training opportunities, program compre-
hensiveness,' c.

Equal Opportunity

Legal

I

Mutual Satisfaction

Equal Opportunity for Education: vocational educa
tion should e made available to all who can benefit,.
,career,educa on for minorities, cultural goals of-

,
minorities ar 'different, etc.

4
-/-

Legal Requirements: college degree,program, voca-
tional education act, professional occupation,
skilled worker, limited trainin& required, etc.

Combined Needs of Society and Individuals: programs
could provide useful training, needs of local area,
documentation for need td, programs, needs of nation,
upgrading of existing occupations, etc.-

-10George H. Copa et al., Factors, Priorities, and Information Needs in Planning
Vocational Education:.-Views of Selected Educational Planners in Minnesota.
(Minneaolis, MN:, University of Minnesota, Department of Vocational and
Technical Education, 1976), p. 23.

41
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01mmmM
, For information about the'research study cOnducted by
the Minnesota Research Cooidlia-tiri4-0nit dealing with

Activity Jthe procedures used to identify important 'vocational
education decision-making factois, yol., may wish to
read Copa, Geigle, and Imade, Factors, Priorities.'
and Inrormation Needs in Planning Vocational Education.

"11.6.1
Optional

IkActivity

OR

For informatiqp aboufk a series of simulation exercises
dealin4 with vocational education planning, You may
wish to read Copa, Geigle, andlryin, Critical-Issues
in Planning Vocational. Education.. You may-wish to
meet, w th some of yolr peers to complete one or more
of the eight _simulation exercises presented.

You may wish to-meet with 1 -5 peers who are a
taking this module to discuss pkocedures for g
ilag program and support service alternatiyes andjar,-
to discuss proceddres for selecting the best alterna-
tive.

42
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Thd, following items check y r comprehension of the
mat i -ertatnrhe-Informatioh sheets, 'Cohsiderrhg-
Program and 'Sup rt Service Alt6rnatives!" pp. 25-35, .

and "Selecting he Best Alternatives," pp. 37=41.
Each of the fi items requires a short essay-type
response. Please explain fully, but briefly, and
make sure you respond to all parts of each item.

SELF-CHECK

Why should local administrators take the time necessary to
develop alternative delivery strategies for each major pro-

, gram gbal, instead of simply devising one workable alterna-
tive?

2. What technique is recomme ed for the generation of alterna-
tivbst and who should be 4. volved?

.. .
.

.

3. What information about each program alternative generated
-should.be assombled'in preparation for the selection of the-.
best alternative step that follows?

,. ,



.
.. ...

41. What- basic-planning principle SAetfild.-be adhefed to when , .-
.----."---s-e-Te-c-tiliirtWEelit-a-1-tairiiiitiire-ro-f-itielififiir-dilafiptitigrAMTlitia-1-7-

f

5. Describe the type of criteria that should be used in judging
which of the alternatives availa.ble to meet a given goal
will be the best:

11"



I

2

compate your completed responses to the "Self-Chock"
.with:the_wkiado-Likrutwersr given_beApc. YoUr responsgs
need not.duplicate the model eAponses; however, you
-should have.covered the .same makAor.points.

".

MODEL ANSWERS

Z .

The whole purpose-of the comprehensfve'planningprocess is
to help planners arrive at the best possible solution to

eeach' vocational need that exists.' It is only through a
careful consideration of all'the available program and
support service alternatives that the "best solution" can
be derived.

The brainstorming technique is recommended As probably th-e-
best appApach.to developing a comprehensive array of- voca-
tional program and/or support service options,fox meeting
each priority goal. During this process, everything pos-
sible should be done to encourage the development .of
vative and creative approaches for meeting the goals.

As.mny different knowledgeable perSbns as possible should
be involved in the process elf generating. alternatives.
Among those that should be included are vocational teachers,
counselors, other administrators, consultants, parents, and
adviso'ry committee and advisory. .council members.

3. At least the following types of information should be devel-
oped or otherwise assembled for selection of the best alter-
native:

a. likely effectiveness 6iAality) of each alternative
:b.. likely impact (quantity)' of each alterhative
c. estimate of.the resources needed to implement each

alternative
d. assessment of political feasibility -

e. assessment.of compatibility with cuirent.Programs

4. When selecting the beSt alternative, the principle of
involving in the planning process those persons-who will be
affected by the progiam outcomes and.whO will be responsible
for implementing the plans conceived, should be cicisely
observed. The new 1976 Vocational Education Amendments
require specifically, that members of the local'advisory
Council be onb, of the groups -involved.

5. There is little agreement apparent as to what criteria
should form the basis of the selection process. It is
recommended that the criteria'to be used be explicitly
agree&upon beforehand and that some type of ranking of

45
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each alternative across the criteria "seleqted be completed.
The following represent some of the most commonly used
criteria:

a. likely effectiveness
b. likely overall impact
c. Keso ices required
d . political
'e comp tibility with Oresent programs
f. ease of implementation
g . cos /effectiveness of alternatixes
h . e catdrreactions to alternatives

LEVEL OF PERFORMANCE: Your completed "Self-Check" should have
covered the same major points as the model responses. If you
missed some points or have questions about any additional points ,

you ,made, review the material in the information sheets, pp. 25-41,
or check with your revurce personif necessary.
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ift Learning Experience IH

-OVERVIEW

After completing the required reading, demonstrate
knowledge of the important concepts and procedures -`
to follow in developing implementation plans for
vocational education.

Activity You will be reading the'ihformation sheet,
"Developing Implementation Plans," pp. 49-73.

Activity

Optional
Activity

NOLO

4

You will be obtaining and reViewing copies of the
application forms that must becompleted by local
educational agencies applying for Vocational,funds
in your` state.

You,may wish to meet with peers,to.discuss con-
ceptsiaqd pro'cedures' for developing local vocass.
tilna educatzion s.rogram plans.

You.will Pe demonstrating knowl dge of concepts and
prckcedUre.S develo ing impleMentation.

40 y 4eirtpleting the "Self- . 75-76.

9.

.

Ypu Will!be evaluating,your competency by.com A

paring your completed " -SelfCheckis. w lathe Model
Answer's ppA 7778.

i f-.N .

A
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For information on the'Major factors to consider and
Activity procedures to follow in developing local plans for

implementing the alternatives selected, read the fol-
lowing itiformation sheet.1

DEVELOPING IMPLEMENTATION PLANS

Once the program an support service alternatives to be
implemented have beenLse doted (actual implementation may still
be contingent. upon approyal for federal and state funding), the
alternatives must be developed into a plan for.implementation.
Effectfve'implementation must be planned and well coordinated to
ensure the development of a'smooth and effective plan of opera-
tion. Now that the list of program and support service options
has been reduced to those that will be put ..into operation if
funding:is forthcoming, actual detailed plans, budgets, and time.
schedules need to, be prepared.

major factors,to consider in Step 8, "Develop Imple-
menta on'Plans" of the planning process are:

specify major activities and events

determine total resource requirements

develop a management plan

develop and submit application forms

4 begin adtual i:mplementation

-6

Without effective implementation, the entire pinning process
is.reduced-to.a more or less meaningless exercise. The implemen--
tation step_should be viewed as the culmination of the assessment

rand. dqvelopTental phases of the planning process, and the begin-
ning of 'stepsto ensure successful implementation Iqf the chosen.
solutions.. A concrete and specific plan of action is needed that
will ensure success to the maximum extent Ossible.

This step also represents the point at whichtefinement and
consolidation must occur. Refiftement must octur in the sense

j
that estimated costs for varioalternatives now need to be
reviewed and refined into actu budgets for implementing each of
the alterhatives sepleced., Consolidation must occur in the sense
that all the activities necessary to implement the various pro-
gram goal .and objectives need to .be assembled-into-a master plan
of events along with a schedule of who is to do what and'when.

49
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For schools and colleges 16-rge enough and fortunate enough
ti5 have persons designated as planners this is the stage of the
process when the responsibilities of e planners often ends
(theli ar.seldom responsible for actu 1 implementation), and the
administrators and professional staff b gin to take full charge. .

Needless to say, the planner can continue to be of much' assistance
as plans are developed.

Specify Major Activities and Events

A well developed implementation plan can optimize the chances
for successful implementation by carefully delineating the activ-
ities that will need to be conducted to achieve the agreed upon
goals, objectives, and solutions. During this uecification
.process, an effort should also. be made to identity any remaining
constraints that might prevent or inhibit the successful comple-
tion of important activities..

The major .activities 'and. events can be organized and.COn-
solidatedshin several different.ways. One recommended approach
involves clustering or consolidating all the different alterna-
tives selected into the.vodational service areas and/or support
service areas affected. For example, any changes to be imple-
mented-that would affect the guidance and counseling support
service would be grouped into that area. In the same manner, *.

programs that wolald affect personnel and events`, in the trade and
industrial area, wouldall be clustered into a master _schedule' of
activities and events for that area.

C p".vamount of detail that is placed in the major activities
and .7?yOnts chart should be sufficient to outldne the major adOiir-
itiz... , tapks, and steps to be completed. However, it should riot

"work717its sometimes referred' to as ..3
4111.40''

tailed as to make its development an unnecessary burden;.
Thi- - of plan ing dev ce i
be

Brea' IlOwn strtIct re. d A sample format-for this purpose is pre-
sented as Sample 8:

The activities, taskr; and steps contained in a work break-
doWn structure of thit nature 4hould be sequenced in the best or
most logical order for car *ying them out. In some cases ah
activity, task, or stepwill.need. to be completed before Others
cal). :In some cases aOtiVitiet can and should be conducted con-
cufrently, and in oth6r cases', sequence will probably not.mhtier.f,

,

Frequently persona working at the higher levels of adminis-
tration-will'not.want the same detail as may be eded and'desir

for m
-

rtable r the teacher. or counselor who carry Ithe,steps,.
------Fprsthe,:e-admi,ni-strators and perhaps. for= board members, .a mere

f_I--istIng'of the major activities, and events themselves may tuf-:
fice. The adminittrator and other planners and implementers?.
should develop this tyPe'of work breakdown schedIlle in the detail

, ,most. helpful to them. Such .a Chart should,,A3&-viewed as a planning
,and sequencing tool. .

4 5b
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SAMPLE 8

WORK BREAKDOWN STRUCTUR E

Service Area or Supportive Service:

Activity or Event Tasks to be Performed Steps to be Taken

1. a.

b.

1.

2.

3.

1.

2.

3.

4.

C.

2.

2.

1.
a. 1.

2.

3.

b. 1.
2.

3.

4

1.

2.

3.

me%



Determine Total Resource Requirements

During the planning for preparation of. alternatives-, cost
estimates were developed fib/. each of the proposed program and
support service (ancillary) activities. Now that thg'alterna-
tives-that will be implemented have been,selected, detailed
planning must be completed with regard to the various resources
(personnel, supplies, equipment, etc.) that will be needed to
actually initiate and operate a new program or service, or to.
maintain an existing program. While estimates were satisfactory
for the comparison of alternatives, at thig'point estimates --heed
to be carefully reviewed and refined into actual budgets for
opei-ating the programs.

6'

If a good job of detailing the activities, tasks, and steps
to be carried out Eor each'alternative has been done, as should
be done in developing a work breakdown structure, it will provide
a good guide as to the activities and tasks that will cost money.
Another source of help, will, of course,, be old budgbts that have
been de'Veloped previously. Care should be'taken to determine
separately for each vocational program and support service to be
implemented, the best possible ,cost information. It will be

.necessary in most cases to involve the vocational teachers who
know what equipment and.supplies are needed for the programs they
will,teach. It will also be necessary to involve the business

Q, manager who will know how best to assign maintenance ,and overhead
costs to various activities, and others as appropriate depending'
upon the particular program or support service in question.

In budget development, it will usually be necessary to ask
staff and progra supervisors to carefully distinguish betweenH.
essential equipm tsand supply items,' and. those that would be
nice to have. Som administrators ask teachers to clearly iden-
'tify the priority at'should be given to each item requeste,dg.
Persops compiling e budget request.i ms willneed access to
equipment, referen 6, and supply-catal giies so as' to determine
actual prices. :A

The major resource items of concernin determining the otal
resource requirements needed.follOwS,:,: :

0
Personnel--The. major cost in the operation of many programs

and support services is'personRel., Careful 'decisions must be
made about the number of teachr(s) needed for a neutprogram,'and
the percentage of time a teacher, counselor, or other Specialist
will be assigned to a specific support service activity. No
program or activity- should be :overcharged in:.terMs of the time
that will be devotedto it, nor should it be undercharged. For
new programs,and service's, informed estimates will often have to
be made. If a particularprogram is to have the help of support
persor&e1 such.as .teaching aides, a_secKetary, or-work -study stu-
dent, theSe.charges must be calculated. 4.

1'
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uipm becomes i4 major cost item for some
programs like machine shop, but%is :a relatively small percentage
Of the total cost of.other programs such as distribUtive educa-,
tion. In most cases, equipment is'defined as items which have a
useful life of more than one 'year and which are usually repaired
rather than replaced. The definjtion of what contitutes equip-
ment usually includes small hand tools, machines of any kind,
games, .models, furniture, and reference books,

,

A sample budget request form for equipment is-presented as,
Samp1 9.

SAMPLE 9

EQUIPMENT BUDGET REQUEST

Vocational Program or Support Service:
-t

SubMi tted: Submitted By:

Quantity' Item Description Unit Cost Total' Cost Priority

.n6

Supplies and Materials.--Instructional,supplies are commonly
defined as those-items which will normally be consumed yearly in
the course. of instruction or iftiprovidiAg. the. supportive service
needed. A sample format that may be bused for this pUrpose
presented as Sample 10.-

53
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SAMPLE 10

SUPPLIES I3UDGET REQUEST

Vpdational Program or'Support Service:

Date Submitted: Submitted By:

Quantity Supply Description Unit Cost'
,,

Total_COst Priority

i

4

1,

,-

1

,

,

.

.

_

.

1

.

,
.

.
.

.

.

.

Some administrators prefer to ask information about recom-
mended sUppliers.that can later be used by the business-offiCe- in
submitting actual purchase orders. Sometimes' information is also
asked regarding_ whether materials are for student use or instrt,c-

'tor use. Forms for this type of budgeting are usually prepared
in triplicate or larger quantity so. that the originator, adminis-
trator, and business office can all haye a copy.

Faciities.--When new voc tional facilities are to be con-
structed,*.most state* requir-e the, completion of -.3 special appli-
cation dealing width 'such factOrs as: (a) justification of need
for facility,, (b)-projected enrollment in the facility,
(c) instructional programs to be housed in the facility,. (d) area
to:be served, (e) how total construction costs, including local.
shate, will be financed, and (f) planned construction start and
completion dates., -If a new facility is needed, yOur'state depart-
ment qf education vocational division should be contacted for

ithe appropriate forms and application instructions..

For many' programs and suppbrt services, facility costs will
be limited to the maintenance and overhead cost of-physical
plants already in existence. For others, a Certain amount of
remodeling or renovation may be necessary.

1V9
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Maintenance Costs.--These costs may or may'not be included
under'TiCTlity costs. The important point is.to see that appro-.

s priate charges for heat, water, electricity, custodial, and other
services, are included in the total budget., regard16'ss of the
classification scheme.

Travel Charges.--Most vocational teachers and many of the
support service personnel such, as job placement coordinators will
need to travel as part of their work'assignments. Each person
involved should estimate the number ofmiles to be'charged
against his or het budget for school.businep.

Miscellaneous.- -Last but not always least, any other legiti-
mate items of expense such as postage, rental of equipment and
the liker should be considered, and if needed, budgeted for.

Individual budgets prepared in the general'hanner Outlined
Should be reviewed by the appropriate supervisors and/or admin-'
istrators. Once items requested have-,received the necessary
apprQval(s), all. the 'program and support service budgets should
,be ,summarized:and consolidated to provite a grand total cost
figure for each item category.

When completing the final budget procesS, administratofs and
program supervisors at the. appropriate levels should carefully
examine the budget requests to see that minimum state program and
instructional standards will e met as outlined in the state plah
for vocational education. 'Mo t states have established,mihimum
requirements for claSsroom an jai- 'laboratory space per'studerit,
minimum-equipment lists, class size, etc ;' RewilsreMents vary con-
illde'rbly-from program to program andtrom state'to state.r ,

("A 96V-elop a Manageme'ht Plan r
.

Many different management lechniques are available for con-
sideration. Only brief mention-4/in be made here,of some of the
standard management techniques, in use by eduQators becaiuse of the
complexity of' these techniques and their rapidly'changiing nature.
Probably the following four techniques have received the most
attention and use by educators in recent years.

%

'Management by Objective (MBO)

.Systems Analysis

Program Evaluation and Review Technique' (PERT)

Planning, Programming, Budgeting System (PPBS)

For a general description Of all these systems, you may wish
to refer to Management Systems for Vocational and Technical Edu-
cation, (Information Series'No. 51, Columbus, OH: The Center for
Vocational Education, 1971). For a detailed description of PERT
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as a systems tool and the systems approach to educational admin-
istration, you may wish to refer fO'Knezevich, Stephan J., Admin-
istration of Public. Education (New Yorke NY: Harper and Row,
,1969, Chapter'29).

Regardless of the,specific technique or combination of tech-
niques used,, it should enable you to ,be aware of,the prOcess'
being made to implement andtfully operationalize All programs and
services. Any good manag0,ent technique provides for an ongoing.
monitoring of activities to,povide management-the. necessary
feedback to keep the implementation effort "on-course."

Two important aspects of any sound management procedure
include the scheduling of expected beginning and/or completion
dates for major activities and events, and the specific assign-
ment-of a person or persons whoa will be responsible for seeing
that the necessary work is completed. ThiS type of management
takes into accolint tIe key questions of "what will happen when"
and "who will betrespOnsible for seeing that it happens success-
fully.." Timellines and pdrsonnel assignments can be made along7
side of the wbrk breakdown structure. charts mentioned earlier, if
desired. Many administrators find helpful some type icif time-
phased master activity network such as the one shOwn in Figure 3'
dealing with the activities Mit need-Jto be completed as part of
a ,national'training program for persons preparing local adminis-
trators of vocational education.

Develop and Submit-Application Forms

To obtain feder 1.and state funds for vocational education,
local administrators annually must submit a detailed one-year
plan for vocational education for the college or school district,
and a five-year long-range plan. If the various planning pro-
cesses and procedures outlined thus far in the vocational educa-
tion planning model (see Figure 1) have been well conducted, this
activity is a relatively simple procedure of obtaining the neces-
sary approvals from. the appropriate administrators, the chair-
person of the local advisory council, and the board of education
or board of trustees. The major task, once the necessary local
approvals have been obtained, is the completion of the necessary
local application forms.

While the local ap lication forms required by various states
request basically the.sa e types of information, each state
reqUires that its own local application forms and instructions
be used. These forms often are modified somewhat from year to
year, hence it is extremely important that you as a local.admin-
istrator of vocational education, make certain you have.. the
current forms and instructions for the application you must file.
And make sure you follow the instructions and submit them on, or
preferably before, the deadline dates.
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To help you understand the nature and format of some of the
various forms that have been used, examples of selecttod state
forms are presented on the following. pages. The forms are used
by the following States.

Forms A-1 to A-4 - Kentucky Local Plan Forms

Forms B-1 to B-4 - West Virginia Local Plan Forms

Begin Actual Implementation

)Dnce the good news has been received that all your programs
and support services will be funded (that doesn't always really
happen), you are ready to begin the well planned implementation
process. Depending on.the particular situation, certain actions,
will probably need to be taken at this point.

t
For new programs and new or additional support services

approved, new personnel will probably need to be employed. 'In

some cases, reassignments of current staff will be called for as
some programstare expanded and others reduced or eliminated.

Purchases clf equipment and' supplies 'that were dependent upon
state and federal' funding'approval should now be ordered so to
ensure their arrival in time for the beginning of classes.

The monitoring,process must begjn to see that funds are
spent:appropriately, personnel are assigned to all important
activities and tasks, minimum standards are met, and plans are
.implemented as prepared. Challenges lie ahead, but so'do new
opportunities to see that more of your students vocational needs
are more efficiently and bffectively met then ever before.

Obtain copies of the instructions and application
forms that must be completed annually by local voca-
tional education agencies applying for vocational
funds in your state. Review these forms to determine
the exact type'of data required by your state depart-

.

ment. Your resource person may be able to supply
these forms to you and, answer any questions you have
about them.

.

)

Optiosid
You may wish to Meet with 175 peers who are also

standing. of the planning prOcesses involved.
Activity

'

taking ,this module to discuss and.compard your Under-

%10 ,.

5t)v.t)0



Form A-1

LOCAL PLAN FOR VOCATIONAL EDUCATION

for
O

fiscal Ye;

Local Education Agency

STATEMENT OP ASSURANCES

The applicant hereby assures the State Board of Education of the following:

1. The local plan for vocational education has been developed in consultation with representativesof the educational and training resources available to the area to be served.

Filifiral 'with' made available will be used ti as to supplement and to the extent wispiest,
Increase the arnounf of local funds that would in the absence of Federal funds be made

. available, and in no case supplant such loci) fundi.

. 3. Federal funds received will be used for programs of vocational education (except consumer and
honternaking education) which can be.dernOnstrated to (a) prepare students for employment or
(b) be necessary to prepare Individuals for a suecesshil completion of the vocational.piOgram or(el be of significant assistance jo indlViduals enrolled in taking an informed and meaningful
occupational choice.

4. Adequate facilities and equipMent are, or wil4 be. available to conduct theqxograms projected.

5. The apPlitent will make 6n annual evaluation report and such other reports as may be
reasonably required by the State Board.

Employment and enrollment in the programs, services, and activities, contained in this plan
shall not be restricted because of race, sex, creed, or national origin.

Ts Any Federal funds received under Title VII-of the Elementary and Secondary Education Act.of
1985 (Bilingual Education' will be so used that expenditures for program purposes will
supplement those from Pl.. 94576 funds and will net amount to duplication of effort.

cERTIPICATION

I do hereby certify that the above assurances will be complied with and PrOgrams, services, andactivities approved will be conducted in accordance with. the Acts, Regulations, and the State Plan forVocational Education.

I further agree that funds will be used as stipulated in the application:

I further agree that our local fiscal effort for the year covered by this plan will be maintained atalevel at least equal to the preceding fiscal year.

I do hereby certify that to the best of my knoWledge all information contained in this ap4cation istrue and correct.

Local Educational Agency

as

Chief School Administrator

Reviewed by Institutional Advisory or Steering Committee:

Date

Signature Title Date

59
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Farm A72_ .

PROGRAM PI:0 FOR- FISCAL YEArt

Local Education Agency

School Region

1. Based on evaluation of current progrem, what program needs were identified?

la) What changes are Planned for next year?

(b) Withirrnext 5 years?

Check Program Anis

Ag.
B&O.
,o;E.

H.E.
H.Q.
I.E.
P.S.
Other

11; a. What student.organization(s) relating to this program will be in operation next.year?

b. If none, please explain.

Facilities, Equipment, end Supplies

a. Faclllt u No. Sire Nci.of Work Stations
3 per.Classroom or Lab

a. ,41.90*Cionss
b.-. .absor shops
c. . Siiage Area
d. Office ,;:}4

e. Other

b. Equipment What equipment and instructional materials are needed to make the programrnore
a effective Oh why?

c. Supplies
a. What total amount is provided for consumable supplies?
b. List sources and amount:

1.

2.
3.

-a.

sr.



Form A-2 (cont-.. )
.

. IV. a. Is thou) an salve craft or advisory committee for this program?
b. If not, why?

c. Briefly explain how. this committee is currently involved in program planning, development, and
evaluation.

V. Aye you applying for.any of the following funds?
handicapped Co-op Part G.
'Disadvantaged Other (Explair))

V-1, Estimate the number of students to riceive occupational experience classroom instruction in one or
more of the following:

a. Co-op
b. Farming Programs
c. Clinical
d. Internship

e. Model Office
f. Simulation

Other (explain)

VII. Describe the plan for program evaluation utilizing advisory committee, administrators, follow-up and
placement -data, etc.

1-

y. VIII. List curricular offerings planned for secondary, postsecondary, and adult and estimated enrollment by level for
next year.,

Program Or
Coursd Title

..Per

Day
'

Length of
Program

(Months or Seni.)

'' 'No. of
Sections

No. of
Teachers

Planned Enrollment
Secondary Post-

Sec.
Adult

9 10 , 11 12 Prep. Supp. Appr.

1 , _ ,.__,
!kW& k:

. ...mipt...;

. VerfsP. .
. .

. .

Indicate number of hours class meets per day.

submitted by
Dipartment Chairman or Teacher

6 I

Principal, Coordinator, or Okiector



Form .A- 3

COOPERATIVE VOCATIONAL EDUCATION. PROGRAM PLAN
FOR FY'

`PART G

Local Education Agency J Ragibn*

School'

ScIrot-or Agency Address
CITY . STATE ZIP CODE

Contact Person Phone

Cooperative Teacher-Coordinator

Teacher-Coordinator Certified -to Teach Years Teaching Experience
SUBJECT AREA

Jndicate Project Status: NEW CONTINUATION
PROJECT NUMBER

What (fate is project expedted to start? Ending Date

Check ( ) the appropriate level(s) and program areals): SECOND RY -OPOSTSECONDARY

O

AG B&O ODE D H. EC. (Gainful) OHO PUBLIC SER. (]TECH.

ED. SPEC. VOC. PROGRAM

Indicate coursels) in vocational program ohm

1 Briefly state the nature and purpose for which this- program is designed.

'What impact will this prograri; have on the needs of disadvantaged yOuth?

What impact wt this prograi., have on'reducing youth Unemployment?

C) APP ROVED

BUREAU USE ONLY

DISAPPROVED

62
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Tokm A-3- (cont.)

STATEMENT OF PROGRAM OBJECTIVES

The objectives should be. stated in behavioral
ternis, and should identify the outconses expected
of thee a/00nm lum additional OWN 8. flooded)

',I `I- PROGRAM DESIGN

EVALUATION

Describe the specific plan for evaluating each
objective orthe program. .

$.

Describe the major elements of the operational plan Including general design, methods of instruction, and
teaching techniques. How will employers be Involved? .How will subject area teachers participate in planning?
What other personnel will be involved in program planning?

63
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B. Plan of OperetiOn;

(1) Alternate Days

. Other (Explain)

.

Fb r A-13 (cont))

Half Days

fc

Alternate Weeks

(?) Average hours per week trainee is in school-roiliest! studies

(3). Is a leporate related co-op class provided? DYES NO

(4) Average hours per week trainee is on the job

(5)- Average hours par week the trainee will be in vocational related class under the supe "pion of the .

teacher'4:bordinator

(8) Indilate units of credit given for related class s.

Units of credit for superviied on-the-job training

5. Has an advisory committee been appointed for this program? DYES DNO

MEMBERS OF COMMITTEE 'REPRESENTING

B. is there sufficient support from employers to operate a cooperative vocational education progeam in this
occupational field? YES . - NO

^0
A. Has a community survey been conducted? YES NO DATE

B. Have procedures been established for cooperation with eMployers to identify training stations in this
occupational eras? ;YES NO

C. Has a check list been prepared to evaluate the adequacy of suggests). yelping Stations?
YES . NO

464

D. Hasthe local employment isgency cooperated in the survey? YES NO

7. How will students be selected for participation in the cooperative i4thod of instruction? Who will selecl them?

B. Have acCountaasrocedures been set up to assure the Identity of funds allocated for cooperative vocational
education? YES NO

9. Include a copy of the propoled trainincragreement which Includes the training plan to be used with this program.



_1
CHARACTERISTICS AND NUMBERS Ot.PERSONS TO BE SERVO

(INDIdAT,E NUMBER OF STUDENTS EXPECTED IN EACH.CATEODRY)

PROGRAM LEVEL

to,

. OCCUPATI9NALA i _, SECONDARY POSTSECONDARY SEX p .' smog). ht, o

,REG. DIS. HANDI. REG. DIS. NANDI. PA F PUBLIC PRIVATE° i TiTAL

I

AGRICULTURE i
,

. ,
.

. . i
.

. , A

BUSINESS A.:ND OFFICE 1

, , . .
, .

. . .

M4KETiNG AND . ,

DISTRIBUTIVE , , . .

e . . 0

HEALTH OCCUPATIONS

,o.
, , .

.

HOME ECONOMICS'
.

e r

(GAINFUL)
.

.

INDUSTRIAL EDUCATION i I .

.,

PUBLIC SERVICE i

,..

i k

SPECIAL VOCATIONAL
.

EDUCATION

THE LOCAL EDUCATIONAL AGENCY AGREES TO MAINTAIN ADMINISTRATIVE CONTROL AND DIRECTION OVER PROGRAMS AND

SERVICES PROVIDED IN PRIVATE NPN-PROFIT SCHOOLS. YES. NO
,r

P
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Form A-4,..;

BUDGgT-RE DISTRICT CODE
Fisiat Year I , .

. , Kentucky Department of Education
sz.

Bureau of Vocational Education
., Frankfort, Kentucky

Local Education Agency Subinit one copy for each
.Schodl Vocational Program Ma int
Region

each school: ..
9

CI4ECK PROGRAMAREA CHECK SOURCE OF FUNDS
PROGRAM AREA PART B - PROGRAMS PART F - CONSUMER & HOMEMAKING

Agribusinees Practical Arts

Business & Office Public Service .

El Marketing & D.E. Industrial Educ.

Hardin & Personas 0, Spoils!. Programs"/ Services

. Home Ec.

ta Regtilar
DiDisadvantaged

,fg Handicapped

0 Hirmi3Ec. 11-lomernaking1

PART 13 COOPERATIVE
PART A - DISADVANTAGED

171 DisadJantaged

SUMMARY OF FUNDS REQUESTED (Use Budg.t Badcjps as needed)

Cooperative Voc. Prog.

OBJECT CODE & ITEM TOTAL
COST

'

REIMBURSEMENT REQUESTED I REIMBURSEMENT APPROVED

Spcondery
Post-

secondary Adult
I Post-

I Secondary i secondary
'

Adult Totals

10-Supponlive.Parsonnel.
..1

.

_

I
.

:
11-Teachers

1 .

, '

30-Misc. Operating Costs
.

..

;

..
.

-i, s .

34-Travel
#

,

, _

4--
37 -I natructionel Supplies

39MinorEquipment tUndeREO)

BO-Major Equipment (Over $360)

..._____ .4._

.TOTALS
_.

. PROJECT NUMBERS
J.

REQUESTED BY:

Department Chairman or Teacher

1,

Principal, Coordinator, or Director

RECOMMENDED: (Bureau Use)

Director'

APPROVED:

Chief School Administrator Asst, Superintendent for Voct Education

Date
r-i

Date



.Form A-4 cont

Local Education Agency. Region

School Fiscal Year

Budget fLack ins No 1

g_

SALARIES
(10 SUPPORTIVE PERSC:Ied

,
PERSONNEL SALARIES (Not toundition units) including adult AP-7

Supportive PersonnOl
POSITION

TITLE
% OF

TIME
PROGRAM LEVEL REIMBURSEMEN

REQUESTED
REIMBURSEMEN

APPROVEDSoc. P. S Adith_NAME

tn -

(11 TEACVERS),
TOTALS

. NAME: Teachoi

.

.

r

.
_

.
...---s

..-

Community Colleges & Special Programs only TOTALS

.

(34 TRAVEL)
TRAVEL

-1-

NAME OF TEACHER
STUDENT

SUPERVISION,
REGIONAL & STATE

MEETINGS
OTHER 7 REIMBLIRSEMENT REIMBURSEMENT

MEETINGS 'REQUESTED

y.

A
TOTALS



Form A-4 (cont. ).
fr

. Load Education Agency

School

44

Budget Backup No 2

Region

Fiscal Year

OPERATING COSTS,
(37 INSTRUCrIONAL. SUPPLIES fincludintadultH

"OUAN
TIVV ITEM DESCRIPTION

PROGRAM LEVEL
(Chock) TOTAL

S. P.S. Adult J COST

(34) MISCELLANEOUS OPERATING EXPENSES)
0.. TOTALS

REIMBURSEMENT
es.

APPROVED

TIT.V ITEM DESCRIPTION

PROGRAM L
Check

S. P.S.

eV'

EVEL

A
TOTAL

Adult COST
REIMBURSEMENT

APPROVED

rg

A A

A 6

7

TOTALS



Form A-4 (cont . )

Load Ecluodtion Agency

A

Rueter harken Tv'.

Rogio'n

EOU1PMENT.
439. MINOR EOSIMNENTF

It in priority Odor itints intitin21160 or men, but less then $300.
notoonnautvel.

°UAW Cltsdel UNIT
TITS, ITEM 01111CRIPT.10 *--r."FX"-ZER COST

. F steal Yaw

/ TOTAL
COST

--
ACTION
1 2 3

RE1MBURSE
MENT

APPROVED

MO MAJOR EQUIPMENT)
TOTALS

_

3UAN-
TITS,

.

ITEM MICR oprioN

PROGRAM LEVEL .

UNIT TOTAL
COST

___

Ti
.A Ti N

$., - P.s. Adult COST EBB

. , ,

....

.

V

...

,

.

-

a

.

..

`a.

REIMBLIPISE
MENT

APPROVED

TOTALS

E rech 1110ff. 401. be (I) Approved. (2) Datarroo, or 13) D1111/Porovad Thom dams dee(' may be purchased when additional funds become
available.

V

- ./1



Local Educational Actncy

or Multi,County ter

.1POFV1 B-1

APPLICATION FOR APPROVAL OF A VOCATIONAL EDUCATION CURRICOLLP
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The following items check your comprehension of the.,
material in the information sheet, "Developing Impl&-.
mentation Plans," pp.-49-3. -Each of the five.iteMs
requires a short essay-.type .response. Please explain
fUlly, but briefly, and make sure. you respond to all
patts, of' each item.

SELF:CHECK.

.

1. What type of'consblidation and refinement activities should
be carried out during the development of.actUal'implement:a-
tion plans?

.

4110,
2. What is a "work breakdown structure" and what is its func74

tion in the implementation process?

a
4,.

.3. What are the major items to be considered when costing out
the total resource requirements needepd to implement the
selected alternative's?

A

,r

-:75 ,



4. Good management.plans..always incV0de two featuros. What are
they and why are they important'

5. videntify three tasks that are normally completed soon after
notification of application approval is received.

a.
,

76
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,

14.
. -- 4Mr*, - W.

.

Compare your ,completd responses tothe "Self-:-Check"
with the "Model Answers",given below. Your responses
need not duplicate the model responses; however, you ',,,

should have covqed.the sam4 major points. ,

.;

MODEL ANSWERS

1. Consolidation occurs' during the development of implementa-
tion'plans in_ai.least two ways.:.:All,of the activities'
'necessary to carry out the lternatiVes selected need t be
'assembled into a master' schedule andelthe dgets for imgte-
meriting each of the seleCted alternative' eed to be com-
iled into an overall budget.. Refinement occurs during ,thiS
phase as the estimated costs for each alternative. are devel
oped into specific budgets, and the projected steps and.
tasks needed to carry-out the program or service are spelled
out in dptail.

2.' A work breakdown strtfcture is exactly what the name itself
implies. Major events or implementation activities-are
analyzed or broken dOwn into the.sub activities (tasks and
steps) necessary to implement the vocational program or
support service in question. It functions as a tool in the
planning process to help the administrator obtpinaster
schedule of sequenced activities- that- will help him Or hbr

"manage and supervise the implementation process.

3. major cost items are: (a) personnel, :(D) Aequipment,
-(c).sdpplies and materials, (d) 7faCilities,.e) maintenance
cd§ts, and (f) travel.ekpenses.-

4. Twb features found all management plans include a'schd-.
fouling of major activities or events and the assignment of
personnel responsible for th6 various activities and tasks
to be carried out: The scheduling"of aCtivities,is impor-taito ensure that activities are carried out when planned
an in the right sequence:. The assignment of personnel to,'
various- tasks represents a: necessary procedure for dele--,
gatinJ responsibility' toldifferent indk,alduals according to
their particular axpertisea Such assignments and sopheduies
also provide a Ireasure of-6ccountability for ensurillg the

o jobs are done on time.

5. Soon after the state department approves, funding for all or,
part of ehe_progr4 -an services,requested, the following
activities should'bCpur. *

a. hire any ew staff needed.,
b- purChase quipment and-suppIies,needed
cry`. t monitor the 'iMplementabion process-i"



,.

kkl
7 . , o f

.

i 1. / rk
A

a.
NEL OF PLRFORMANCI::: Your comprietecr-"Olf7'Check".1104.14 have
o Bred the same malpr p4nts as the modelresponses. If you

mi.sed some points, or ha e questions about,any.additional poin.6
you made, ,rev4ty the material in,the'informatiori sheet',"DqvelOp-
inq TImplementation Plans,-"pp. 49-73,:2,F.check with your ffesource

r
person if necessary','

41

4
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Lear,ig Expere IV

OVERVIEW
w

, .

kfter coMpleting,tWiequired real g. demong-trate
knowledge,of accepted rOcedures' and teChndques for
evaluating vocaVont programs and support services.

,f -

YoU will be reading the information sheet, irEvatIA-
ating Vocational Programs and Support Services,"
pp..81-87.

4
You may wish to read NortOnand McCaslin, "Evalua
tiOn.of Special Group -Programs" (Chapter/i9), in'
Vcational Education for Special Groups.

You may wish to obtain and review.sample evaluation
forms and/or actual reports of local-progralifeVal-
uations-

You will tie' dem9nstrating knowledge of. the procj-
4dures'and techniques for evaluating vocational pro-
'-,graMs and support serVices,byl'completing tkley'Self
..Yehecki" pp. .:89790.

You" will be.evaluating y&
.

ir competency by com-
paring your compietcd "Self:-Checlii with the "Model
Answers," pp.- 91-92.

79
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4. .4a) !C. For,; inforlimation. aboUt the pur e/ and 'of pro-
Amway _gram evagUation efforts, the aj r types of evalua-

tion;,the basis for program ev 1 ation, and the
approaches and teclaniquep commonly used, read 'the

Wormatdion sheet.
,

--,

C
ri.

EVALUATIN TIONAL PROGRAMS AND SU T SERVICES

f ,
The final step ip-the VOc is

.
cOtion 4 nning Model

see Figure 1) is, thlpvaluati pr aa Olipport services.
.While to many the deveVWM t of mentation plans and the
actual initiation Of.;the:pian may m like the final: Step in a

At-long.and complex planning pro ess, then important activity
must be planned and also initi ted a this point. jt -is the ..

evaluation of'the planning process i self, and particularly, the
evaluation of the programs and support servirs implemented as a

.result of that planning, that permits the-colection of invaluable
data, for assessing the effectiveness of the 'programs and services.
as well. as the planning prodesses that led to their. selectiO

-11"...41101,
-. .The major factor* to, consIder in Step 9, "Evaluate pro
grams and-Support Services"-are as follows:

purpose. and,scope of the evaldation effort

major types.of_evaluation

basis for program evaluation
, .

:Approaches end'technigues to be used

Purpose and Scope of the Evaluation Efforto
t- , .

. . ,

4.
. The general purpose of'-this' S'tep'in the planning prdaeSs... is
to epcamine.'the success_ of the implemented programs-and services
in achieving the establish4d;Program goals and objectives. Feed-

. .

babk from-thi stage shoUld pr6vide useful data for modifying all
steps'of the planning process in order to approve the attainment
of.the goals and 'objdctivesought. The reader should note that
arrowsin the planning process diagram presented in Figure 1
ijOicAe that feedback from the evaluation effort should be fed
into each step of the planning cycle.

d'
. .

, 'So re planners argue, and rightly so fdt established programs
and services, that'evaluation should bemphe first step in the
process rather than tie- iXs.t- The arguMent here is that we must
describe "what is oThas been" before we can make decisions about
"what needs to be diatie" in light of,our goals.

-

,



Evalutitipmaytbe defined as ."the-bropess-of.gathering and
Troviding,Ude ulinformation,for decisicin-mak4ng.." The goal of
'evaluaiionit. to ililproe the program or 'activity peing examined'.

6 e
rovement implieS Chanige.'.Thare is sorrie'r$.84

vedl'of coufte,-ivith/aliy.change because 0.1611 posh....
tIVmphangellis'uSeiful and desirable. To insure that.
.cbabges made are positive one's, which will .lead to
increased program effectiveness and/or efficiency,
carefully designed and .conducted evaIdationt are,
essential as a source .Of reliable information. Given
"factual. information abouta-ptibgram,-.'-the decision.
maker can identifyAlterhative actions` and choose- the-
aCtion or ,combin-ation of ac.tiOns most likely to result 6

iinproved,practice..11
I

.
The. word "evaluationgenerally.creates A number of images,

negative,egative, in fhe minds of any -audience, hence the purpose
-.of any programevaluationeffort'needs.to be made clear. The
evaluation effOrt to be successful must be.viewed and used as a
process for program.improvement andliprogressive change' bather
"than for-personal or program condemnation.

.

The scope. of tcre,evaluationeffort in the planning procerss
.shrOuld be.,basidally two fold. First, the Orograms and services
implemented should be 'assessed for their overall effectiveness
And efficiency in meeting the established program goals and
objectives for:vOciational eddcation. Second, the planning pro-
Cess itself should undergo some examination to -see if the best
possible job was do,ne how things-could have been done'quicker
and perhaps more effectively.- Silice the planning cycle or at-
le-ast parts thereof, must be repeated Anually,.improvement of
the. planning .process itsealf is very important.

Types'of EvaTUation

TWomaj6i',tyPes of evaluation thatalkappropriate for use
in all types of program.evaluation:are. described by NoArrton and
MdCaslin the.. context of'evaZuation for special groips in
tional education.

Formative evaluation`is,conductedato obtain and provide,
information necessary for improving'programs, processes.,
or.products-(curricula, guides, manuals', etc.) while
they are being developed .and /or- implemented. This type
of evaluation should,be"ongoing during :the deir,elopmental

46. jtji

11Robort E. Norton and Norval-Mccaslin, "Evaluation,of Special
Group Programs" in Vocational Education for Special-Groups,
(Edited by James E. Wall, Washington, DC: American Vocational
Association, 1976), p. 328.
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anl,implemen tation stages of any special .group program.
F4*ffiative evaluation helps the program. manager and
&staff by providing 4 continuous "monitoring system"
that produces information Ot. which to make program-
mddifications to_better meet the.neds of the'blientele
'Troup. Such feedback should be sought regularly. by
program staff on all program planning, development, and
iiriplemeptation activities. ''Oace obtained, .the informa-
tion- should be used 'to modify activitiestobring.about
positive change.

Among the many types of activities that formative
evaluation can address'are_the (at,clari-.

L

fication of.goalsand objectivet,. (b) deign Of .needs
"assessment-instruments and procedures; (q) monitoring
of programm-developmnt processes, (d) development of
instrumentation to assess training or instructional-NI

.

prograa effectivenets, and (e). pretestirig of curricular
materials.. It is highly unlikely that rigorous research
designs.or_statistical analyses will be condudted
because formative evaluation must provide rapid feed-
back of information to the special group program so
changes might be incorporated and deficienciescop-
rected as soon as possible.

p

Sumpiative evaYuAtion is concerned, with evaluditing the
overall prOgram after it is operational.- The focus
here is on assessing the results or outcomes being
achieved by the program. A major=question to be
answered is,."Wht impact is the program having on its
client group?" Whereas form'ative-evaluation-looks at
the pai-ts of a program as they are being' developed,
summative evaluation looks at the total eititity once it
is operati-onal. and provides information *bout the pro-
gram's overa 1 e ectiveness' and efficiency. Summative
evaluation asse es-_the program in relation to its
.established objectives and a<iailabie'resources, and
reports what was accomplished for the time,.-Money, and
effort expended. type of report is sent to.thalse
who set,policy and make decisions about whether-to
continue funding a program,-and to educationai.admin-
-istrators for use in- deciding whether to adapt the
program .in their schools.

Among_summative evaluation concerns arl: (a) impact
program on.;ptUdents;- (b) bejneficial and/ or harMfUl
side effecet;-..(pf proZjram.feat:ures that' influenced
success-or failurev (c degree towhich program objec-
tives were attained; (ey factors,. if .an; that served
to limit program; (f) cost 7efiectiveness- of.program; °

and, -(g) deciding on recommenUrations for programcon-
tinuation, cessation.12

12Ibid., pp. 312-333.
83
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Basis for Protiram Ev*lua.t_i_lizi
. . .. .. ,,

The basis for a 1.1 voraetional ducat ion r)rogram and supportive
s. ery ice evaluations should be the program oblectiveiltestabl i shed
for_ the program. . In Step 5 of the- planning process it was men-
tioned' that. when' program objectives are develop6d. they should be
skated' in measurable performance-oriented terms. If the objec-
tives have'.not bee'n s4 stated, then on.e, of the first tasks in
program evaluation. i8 to re ise the objedtives to make cleiterand quantjfiable. their into t-. To be' useful in program evalua-
tion', the objective muse ,i_ndicate what (per);ormance) is to be
done, when or to villa t1 Ape aCTivity is. to tie done t6 be
considered successful l (criteria) t and the cond4ion§- under.. which
;the.,activit is to be conducted. I-3

An exApnple of .a measurable program objective is presented as
Sample 11.

4.

Objective:

EvittenCe
of .

Obtaining

SAMPLE

-

To develop in the students a
favorable attitude toward
continuing their educatioli
after 'graduation. *

r-

If BO percent 'of the
graduates continue their
education by enrolling in
ape or more of the follciwing
educatimial programs
Within five yearts after
graduation, the "1A-ogram
shall e considered sue-
c .es,s1 I in dmieloping.failar-
able tt nudes towards cc;n-
tinut education

1.' Post- secondary technical
institute- .

2. 170mmunity oil junior
college

-9.0. College or university
4.4Apprentice program
5. Industrial spo gored

. training program b

6. Privite vocational-tech-
4 nical school
7. Correspondence pro-, .graM leading to a cer.tifi-

cate or degree
.Job _upgrading prograni

9. Military jOb training

if 79 percent or Lqks, but more than 49 percent
of the student enroll in one or mace of the
above programs, the program shall be con-
sidered moderately successful in meeting the

-above objective.

If 49 percent orless enrolrin one or more of ,
the above programs_ We program shall be

'considered unsuccessful in meeting the above
objective.

* This. is one of a tentative set of program
objectives for which specific terminal
behavior characteristics and discriminatory
levelS have been identified by-Dr. Jim Han-
nemann, Vocational Consultant at Oakland
Schools, Pontiac, Michigan. -

13For more infdr o.mation n (..1evelciping program goals and objectives
, .

the reader may wish to read. Modu le A- 6 , Ineve,lop Program_ Goals
and Objective-s, If rom" the Prokessional Teacher. Education Module
.Series, ,.(Athens,. GA: The Ame!sican AsSociation- for Vocational
InStructional Materials, ,197.7) .
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Approaches and Techn iquds to be Used

Whell developing the evaluation plan, one of the most impor-
, tant tasks the planner is faced with is the selection of the best
approach andNtho ttest techniques to use in' the evaluation pro-
cess. A Variety-of commonly used approaches and evaluation
techniques are briefly described here with references 'given for
the administrator 4./ho wants to pursue this topic further.

Three approaches to local program evaluation are as follows.

Locally directed evaluations,--These evaluations are coat.-
pletely planned and conducted-by members of the school adminis-
tration an4l professional staff. Supporters of this approach to
evalu-tion of programs strongly argue that evaluation ought to be i

f
done y thosa'who are responsible for improvement of the programs
and b. thos6-149ho are oaf them. Opponents of this approachr
argue that those,iinvolved aro too- close to the situation to be
objective and that. they usually do not have the ex e tise needed.
These criticisms can be largely overcome when appr riate agd
representative ,persons _from thp staff and the commu ty are .

involved, and consultants arp used to provide the exp rtise
needed. -.

'State directed evaluations.- -These evaluations are usually
primarily process-oriiented in *that they emphasize the ways and
means.of the program or 'service being evaluated. Attention is
usually; focused on such things as teacher-qualifications, class-
room and laboratory facilities, equipment and supplies, instruc-
tional strategics,.and the like.. ;Moststat,e departthents plan and-
condacesuch vocational program -reliew*evexy three _t o"
years. Printedcr hnd instrumentation used in these'evalu-
ations are availaille from the vocational diviSions of most state

statesdepartmepts. Some sateS have delielopdt1 comprehensive and Sys-
tematic /approaches to-evaluation such as Ohio'S PAWDE (Program
Review for Improvement,' Development, and Elf)anaon system.i) stm. --,

Visitir4 team evalUations.--Some school .dis-tricts employ an
.

independent or third party..team of dlitside consultants to visit
the vocational program for `several days to evaluate it.. These
team :visits are usually similar. to the'type of evaluations.cem-.
ducted by 'regional accrediting associations once, approximately

uevery ten years. This type of-evaluation also usually focuSes
.heavily,on the processes used as opposed to the outcomes- or
.products of-theprograth.

,.
.

. . . . .

A.nuthper ofibevauation techniques have been developed-and
proven ef-fective'Tor,gvaluating both prograrmprocesses and pro-
gram outcomes. Most of these techniques can be used-effectively
in both foi2-mative and summative evaluatio - When considering
the problem of wiriat techniques,to use, the uestion to be .

_answered isv"What'techntque or technique ca be used to most
efficiently. .gather,t,he'needed data? The challenge present at

,
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this decision point lies in selecting the best combination of
techniques for gathering relevant data about each program objec
Live.

The following guidelines should be considered when
.selecting techniques andor data collection instru-
ments: (a) the types of evidende needed to indicate

",:f,r,the degree of success or failure, the focus must. be on
essential rather than nice -to -know information; (b) the
possibility of staff and student sensitivity to evaluat-
tion; (c) the tine required to complete the inptrufM:.
ment(s); (d) 'the questions should reflect specifitA."
prograM obje&tives and/or Orocess variables; (e) the
instruments should have clear directions and be easy'to
administer; (f) the assessment items should 1;)e objec-
tive; and, (y) the confidentiality of individual
responses should.be assured.14

The fpllowiny is a list of evaluation techniques represent-
ing the .most commonly recommended data-collection, procedurts, for
vocational education evaluations. All of the techniques listed
have merit when appropriately used. For details,about any of

' these techniques, 'you_ should reier to one or. more of the refer-
ences which follow the, listing.

Questionnaires --former student follow-up and employer
surveys

).Personal interviews commonly used to obtain information
from dropouts

Pretests-Posttests

Observation.

Advisbry dOmmitteeJ

Advisory councils
*-r2.

4 cost-benefit studies

thRocomthended referenceS include:

C
A,

-Hyram, Uarold M.'and Marvin Robertqon. Locally d Evalua- !

.tlon of. Local Vocatiobal Edudtion-Proykams. (Danville, _IL
The Interstate.Printetl and Publishers,, Ind., 1971) .

.,

.

StufflebeaM, Daniel L., et al.- Educak.ional EvaluAtion and .Deci"
SionMaking; ("Itasca, Ib.;, F. E. Peaock Publishers, Inc, l_
1911) . , ' ------'

c14Robert E.'Norton'and Norva McCaslin,,op. cit.,
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